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 “Until goodwill reigns on earth,
 negotiation is the means by which  
 proper outcomes & fairness can be
 achieved. Translation:  People are not
 going to willingly pay you what 
 your products and services are
 worth. That’s not their job.  That’s
 your job.”

 Bob Gibson
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Preface

A personal note to the salesperson holding this book: This may 
be the most valuable collection of information you’ve ever held in 
your hand.

That’s a big claim, but consider this: The value of something is 
measured by the size of the problem it solves, and this book will 
show you how to solve the biggest problems that exist in sales 
negotiation.

You paid good money for this book. And right now, all you have 
to show for that money is words on a page. But let’s talk about the 
value of what you’ve purchased. Say you have a piece of paper, and 
on it are the directions to the nearest diner. Now, if you’re hungry, 
that piece of paper may have a certain value to you.

Okay, different situation: You have another piece of paper, and on it 
is written the cure for cancer. How valuable is that piece of paper? 
Well, it could be worth all the gold in Fort Knox! 

So we have to be clear on what you’ve purchased here. Don’t 
confuse a few ounces of paper and glue and ink with what they 
convey—which, if you use it, will utterly transform your sales 
performance, your career, your standard of living—your very life. 
Valuable information indeed!



Negotiating High-Profit Sales

4

There’s a price.

Here’s another key point. This program is not going to help you if 
you just read through it without doing the work it takes to make 
you a good negotiator. I’ll be showing you new ways to do a lot of 
things: a new way of seeing yourself, your job, and other people—a 
new way of thinking and relating to them as a businessperson while 
you negotiate. 

This new way of negotiating will probably be quite different from 
how you’ve done it in the past, and that’s precisely why it’s going 
to give you different—that is, better—results when you adopt it. 
I have to warn you, though, it’s going to take some effort on your 
part to make the changes that will allow you to take control of your 
next sales negotiation and every negotiation from then on. 

You have to make this effort; indeed, your future depends on it. 
Please, don’t come into this experience thinking that this book is 
somehow magically going to change you. It will show you precise-
ly what to do to become a great negotiator in the sales profession, 
but you still have to do the work.

So yes, there is a price to pay (in terms of mental work) if you want 
to become a top-level negotiator. But there’s also a price for staying 
the way you are now—and you’re already paying it, in two ways: 
(1) You’re not closing as much business as you could. When you 
become a better negotiator, you’ll close more business. And (2) 
you’ll close it for higher margins.
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In fact, we both know that the reason you decided to buy this book 
is that you (or perhaps your sales manager) are not satisfied with 
either the amount of business you’re closing or the margins you’re 
getting for it. You have to compare the price of moving forward 
with the price of staying put, and then, based on that comparison, 
decide. And no one else can do that for you—there’s just you.
One last thought before you make that decision. If you decide to 
change and are willing to pay the price by doing the work I ask 
you to do, that work is going to pay off with undreamed-of results. 
If you don’t, you’ll keep paying the price you are paying now by 
working for less than you should, and you’ll be making that pay-
ment for the rest of your life!

So, what’s it going to be?

Here’s the problem this book solves:
Salespeople by the thousands are walking out their customers’ 
doors and leaving profits lying on the table behind them. They’re 
being outgunned by buyers who are not smarter, not better busi-
nesspeople, but who are better trained as negotiators. You, the sales-
person, are losing money that you don’t have to lose.

In the chapters that follow, I’ll walk you step-by-step through all 
the ins and outs of sales negotiation. Remember, some of these 
pages are in workbook format for a reason. My advice is, take your 
time with this book. Read a chapter, then put the book down and re-
flect on what we’ve covered. When you get to the sections that call 
for homework, don’t skip through, because those will be the most 
important pages of all. After all, it isn’t a race; most skills worth 
learning take time, and sales negotiation is no different.

So, here we go, starting at the beginning.
 



Part 1

Before You Get to the Bargaining Table—
Some Things You’d Better Know!’
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Chapter 1.

Two Important Questions

I often get these two questions from salespeople: (1) “Why is it so 
important for me to negotiate well?” And (2) “What’s the differ-
ence between sales ability and negotiation ability?” Good ques-
tions! Let’s take a closer look.

Question one: “Why is it so important for me to negotiate well?” 
Very sensible question. I mean, you hear about sales all the time, 
but you don’t hear nearly as much about negotiation.

Here’s the thing: If you’ve been selling for any length of time at all, 
you’ve probably been trained in sales, but sales ability is just that—
it allows you to get the sale, and it determines your gross receipts, 
but it doesn’t determine your profits. That’s done through negotiat-
ing ability. Hear me on this: Your sales ability determines your 
gross revenues, but negotiation ability determines your profit! I 
can say it more simply: Your sales ability determines what you get, 
but your negotiating ability determines what you keep.

Negotiation skills can make the difference between success and 
failure—they determine whether your company increases its mar-
gins or loses money needlessly, and whether a customer feels 
satisfied or is upset. Negotiation skills are vital to your success as 
a sales professional, and they are critical in accomplishing our dual 
objective: increasing revenue for your company and, at the same 
time, satisfying your customer.

A Deal Is A Frame Of Mind
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You are going to find these objectives woven into every technique, 
idea, and suggestion we cover. What separates this from other ap-
proaches to negotiation is that it’s based on negotiating by building 
value, not just by using a bunch of tricks and gimmicks. Yes, I’ll 
teach you the tricks, too—so you can see them coming and deflect 
them when buyers and procurement specialists try to use them on 
you.

Question two: “What’s the difference between sales ability and 
negotiation ability?” Great question. Selling and negotiation are 
closely linked, but negotiation is a much higher application of criti-
cal skills than mere selling is. You could say it this way: Selling 
requires many skills, but negotiating is the essential sales skill.

Of all the business skills required of you as a sales professional, 
none is more important than negotiating, and here’s why: Negotiat-
ing is where all the profit is. To be an effective sales professional 
today, you need to know your product and your customer; you need 
persuasion skills; you need a positive attitude; you need organiza-
tional skills; and you need discipline.

A good negotiator, on the other hand, needs all those abilities just 
to begin the process. In addition, a negotiator needs to be a psychol-
ogist, a soothsayer, a detective, a master at reading other people, 
and a wizard at tactics and strategy. In terms of complexity and 
skills required, negotiating goes far beyond the process of day-to-
day selling.

And increasingly it is proving to be the most important skill a 
salesperson can have. Every year buyers are getting more and more 
sophisticated. In fact, savvy companies have been sending their 
buyers to negotiating classes for years, because they realize that 
the money saved goes straight to the bottom line! At the same time, 
their salespeople have been trained only to sell—to go out and 
get the business. This gap explains a lot. This is why, as markets 
mature and competition increases, sales and market share may hold 
while margins erode.
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Let’s say you’re on the verge of closing a deal with a customer for 
a good-size piece of business. The buyer knows he’s going to get a 
5 percent discount, but asks for an additional 3 percent. After some 
head-scratching and working with a calculator, you finally concede, 
because you really want to make this sale. Meanwhile, the buyer, 
having won the first round, then asks for a few more concessions. 
Before it’s over, along with the discount, the buyer has managed 
to get some replacement parts, extra manuals, and credit extended 
sixty days beyond the usual. It’s a technique called “nibbling,” and 
you’ll find out how to handle it to your advantage later in this book.

What just happened? Every time you made another concession, 
the buyer asked for something more—and got it! Each request, by 
itself, seemed reasonable enough, and after all, you did walk away 
with the sale, right? Does this make you an effective salesperson? 
Maybe. An effective negotiator? Not by a long shot!

You may lead the company in total dollar volume, but your impact 
on profits can’t be very big. All the work that goes into a sale—the 
preparation, the probing questions to establish needs, the presenta-
tion, the polished responses to objections, and even a great close—
won’t amount to much without negotiating skills. When push 
comes to shove, without negotiating skills you end up leaving way 
too much profit lying on the table.

The moment you accept a position in which you have the author-
ity to make concessions—in any aspect of the sales process—your 
role changes. You now have more responsibility than a mere sales-
person. You have become a negotiator, and that makes you directly 
responsible for the profits of your accounts.

Getting an account is only half the battle. But getting the account at 
good margins—now, that’s good business!

There’s a point I must make here. Negotiating is a skill. It is not a 
God-given talent granted to a select few, with the rest of us doomed 
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to fare poorly in a business world dominated by natural negotia-
tors. No, negotiating is a learned skill, an ability that flourishes 
with practice, just like playing golf or tennis or chess. Like any 
other skill, the ability to negotiate can be developed. Granted, some 
people have more natural negotiating ability than others, just as 
some people have more natural ability in golf or tennis.

My golfing buddies all know why I’m not PGA material, but that 
doesn’t mean I can’t study, practice, improve, and enjoy the game 
more. That mind-set applies to negotiating, too. Like golf or tennis 
or bowling or fly-fishing, negotiating is a game, and just like any 
other game, as you learn the rules and practice your technique, you 
get better. But here’s the difference: When you study and polish 
your negotiating skills, you’ll find they don’t just make playing 
more fun—they make you richer!
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Chapter 2

The Four Levels of Negotiation

In any endeavor, it helps if you can grasp the big picture, and sales 
negotiation is no different. There are four competency levels of 
sales negotiation: novice, competent, advanced, and master. Let’s 
look at each.

Novice Level
Novice sales negotiators know the specifics of what they want to 
happen. They can accurately discuss the products and services of-
fered by their company. They have been trained in “sales” (product 
knowledge).

Competent Level
A competent sales negotiator can do the above but can also an-
swer questions such as these: What differentiates you in the mar-
ketplace? What sets you apart from the competition? We call the 
answers to these questions “positioning factors.” 

Competent sales negotiators can position on three levels:

Advanced Level
Advanced sales negotiators can articulate not only

Negotiation is a kind of contest, bound by rules of intelligence, 
insight, and strategy.
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products and services offered by their company,
positioning factors (what separates their offering from 

    someone else’s), 
consequences of each of the 

   positioning factors. They can get across the “So what?” of each  
   positioning point, enabling their customers to see exactly how 
   each factor will make a difference in their business or their life. 
   Many salespeople refer to these “so what’s” as “benefits.”

Master Level
Master negotiators not only know and can convey

products and services offered by their company;
positioning factors—because they understand what 

   separates them in the marketplace, they are good at explaining  
   why the customer should follow their recommendations, why 
   their idea is a better choice than all the other options under 
   consideration;

consequences of each of the positioning factors—the “What 
   this means to you is…” that converts every positioning factor into 
   something meaningful to that person. 

select the consequences based on 
   the drivers of the other party. This involves knowing, sensing, 
   or “getting a feel for” the other party to the degree that you can 
   accurately determine their motivations and use that knowledge to 
   select the precise set of consequences that will move that 
   individual to another point of view.

This is a high degree of execution, and that’s why so few do it 
well—and why many sales efforts end up either not getting the 
business or leaving too much profit on the table.
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Chapter 3

If Negotiating Is Uncomfortable for You…Get Over It!

As I consult, train, and speak, I have the opportunity to exchange 
ideas about negotiation with thousands of salespeople and their 
managers during the course of a year. And I’m continually sur-
prised at the reluctance many salespeople have when it comes to 
negotiating. Many would rather take a trip to the dentist than nego-
tiate with a buyer for the fair value of their product or service—it’s 
that distasteful to them!

Think about this with me for a moment. The average salesperson 
spends enormous time and effort preparing for a sales call. And 
it takes a lot of expertise. They have to know their products and 
services. They have to prospect, set appointments, and prepare and 
deliver a professional presentation. When it finally comes time to 
“make the deal,” when they’re face-to-face with the buyer for the 
negotiation—which, remember, determines the profit—it’s all over 
in a matter of minutes. It is amazing how little time is spent in 
actual head-to-head negotiations—usually less that twenty minutes, 
an hour at most. 

If you are willing to negotiate, to be uncomfortable for those few 
minutes, the bottom line of your deal can vary dramatically based 
on your negotiation skills and your nerve.

Think about buying a house. The actual time spent negotiating (not 

I’m going to be more assertive...if that’s okay with you!
We laugh, but that’s the way many sales negotiations sound.
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looking) for a house is a few hours. If you’re willing to negotiate, 
be uncomfortable for a few hours, and get a great deal, you’ll live 
better for the next ten to thirty years. By my arithmetic, that’s a few 
hours well spent! Apply that same principle to a year-long contract. 
If negotiating is uncomfortable for you, I understand. But if you 
can get past that, the payoffs can be well worth a little discomfort 
for a short time. There’s a lesson in this. Here’s the deal that life 
offers the professional salesperson:

Be uncomfortable for a few minutes, 
and live better for a long time.

It’s the easiest money you’ll ever make! I tell sales groups all the 
time, You’ll never make better money, either for yourself or for 
the company, than when you’re negotiating well.
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Chapter 4

The Most Important Negotiation in the 
Sales Profession

Your most important negotiation with any customer is the first 
one. That’s because the first negotiation sets the tone for everything 
that follows.

All over the world I find salespeople giving in, leaving money on 
the table at the beginning, to “enhance the relationship.” Huge 
mistake. Indeed, this is positively the worst time to give in. Most 
contracts are to be reviewed and, hopefully, renewed in the future, 
often in a year or two, maybe even three. While the tendency to 
give in at this earliest stage of the game may be natural, experience 
shows that if you give away the farm in the beginning to “get your 
foot in the door,” it will be next to impossible to negotiate a better 
deal in the next round. You have undercut the profit not only for this 
deal, but probably for the next several years.

I love golf, and one of my favorite golf stories comes from the late, 
great Harvey Pennick. It seems that one of Mr. Pennick’s students 
found himself in the rough on the right—thick in the trees. Mr. 
Pennick asked him, “What kind of shot are you planning to hit 
from here?’ The student replied, “I’m going to hit a low fade to stay 
under the branches and land thirty yards in front of the green, then 
roll it up to the flag.” Harvey put his hand on the man’s shoulder 
and told him, “If you could hit a shot like that, you wouldn’t be 

You get treated in life
the way you train people to treat you.
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over here.”

That same principle applies to the sales process: It takes a good 
negotiator to build value and forge a profitable deal, but it takes a 
masterful negotiator to change the dance once the song has begun. 
If you can’t bring in profitable business the first time around, don’t 
make the mistake of thinking you can make it up later. This is your 
best shot. Make a good deal now!
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Chapter 5

The Negotiation Continuum and “Moments of Truth”

I conducted a program not long ago for a hundred litigators at a 
resort in the North Georgia mountains. A hundred lawyers in one 
room! These guys, by their own admission, live in a world of one-
shot deals. Their world is a series of negotiations with no repeat 
associations and no repercussions. One called it a world of “take-
no-prisoners, scorched-earth” deals.

It may surprise you that professional salespeople live in a more 
difficult world than do those lawyers. The lawyers have only one 
outcome to worry about: the result. A professional salesperson, on 
the other hand, has to get a great result and preserve the relation-
ship if he or she plans to be welcomed back next week, next month, 
or next year.

That’s where the Continuum of Negotiation comes into play. Most 
negotiation programs on the market today, even if they use words 
like “win-win,” are based on manipulation, gimmicks, and under-
handed tactics. And you know what? They all work—once! Tricks, 
manipulations, and gimmicks can be immensely effective, but if 
you’re dealing with someone who has a brain, they work only once. 
Now, that’s fine if you’re in a career made up of one-shot deals, but 
if you’ve got to go back in and see that customer again and again, 
as the majority of today’s sales professionals do, that’s a fast track 
to failure.

Once you realize you’ve given your power away,
you can make the decision to take it back.

The place to take it back is at the negotiation table.
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Remember, this point is precisely what separates this approach 
from traditional negotiation: It’s based on negotiating by building 
value instead of relying on tricks and gimmicks.

Let’s visit the idea that negotiation is not an event but a process. 
Salespeople often realize that negotiation is important, but they 
mistakenly think it takes place “at the table.” They think it takes 
place at the end of the sales process and is mainly about price and 
terms. Smart sales negotiators, on the other hand, understand that 
negotiation begins with the first meeting—or even before.

Let’s talk about what I call the “Continuum of Negotiation.” In 
every negotiation, each party begins with an “initial position.” Your 
initial position with the customer is determined by many things, 
for instance, your history with that customer, whether the customer 
has been pleased in the past, the quality of the product or service, 
support levels, marketing, whether they liked you. People see you 
and your company in terms of the perceived value you bring to the 
relationship, in terms of quality, service, and integrity. Obviously, 
this is a critical factor in determining the amount of trust between 
the parties.

I suggest to you that in most sales situations, people begin with a 
pretty good initial position. If they didn’t, they wouldn’t be nego-
tiating in the first place. Whatever your initial position, it’s the start-
ing point from which you move into the negotiation itself.

Every negotiation is sprinkled with “moments of truth.” Moments 
of truth are the “hinge points,” or what some people refer to as the 
“turning points,” in a negotiation. They are the points when things 
may go in your favor or against you. 

Here are some examples of “moments of truth.” 

   moment of truth. 
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   moment of truth. 

   a moment of truth. 

  that’s a moment of truth. 

   the tunnel—that’s a moment of truth.
may be a 

   moment of truth. 
may be a 

   moment of truth.

Here’s what I’ve noticed over the years:

   in the moment, as it happens. They have good antennas and are
   tuned in to subtle nuances in the negotiation process.

   to do so after the deal is over. You’ll hear comments like this 
   many times: “When we were in that meeting with Harold last 
   week and he mentioned that demographic change in the North
   east, that was more important than I thought.”

   happened at all. They are clueless. Part of your developing a good 
   feel for sales negotiation is developing good antennas—
   developing sensitivity to people and situations.

You’ll emerge from this negotiation—this moment of truth—with 
two outcomes. The first outcome, obviously, is whether you made 
the sale. Did you get any additional business? Did you get the add-
on new accounts you’ve been discussing? And, maybe most impor-
tant of all, were the margins where you wanted them to be?
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But the second outcome is probably more important for the long-
term relationship with this client. I call this second outcome an “al-
tered position.” Your position with the other party has been altered 
or changed, and hopefully it’s been improved. Every encounter 
with the customer becomes an opportunity not only to get results, 
but also to alter your company’s position with that customer.

After each encounter, the buyer sees you as bringing either more 
value or less value to the relationship, more integrity or less integri-
ty. They see you as a business ally, dedicated to helping them solve 
their problems, or as the enemy, looking to put something over on 
them. Looking at it in this light, you can understand why I say that 
negotiating is not an event but a process. It’s a constant evolution of 
the critical relationships that determine your customer base.

If you don’t handle the situation fairly, you can damage the rela-
tionship between the customer and the company, and it will cost 
you future business. On the other hand, if you give in when you 
don’t have to, or just throw money at the problem, then you’re 
training the customer to expect this every time—and you can be 
sure they’re telling their friends.

The reason I call this a continuum is pretty obvious, isn’t it? We be-
gin with an initial position. We move into the negotiation, achieve 
our outcome to some degree, and at the same time alter our posi-
tion, one way or another. Hopefully we’ve improved it.

The altered position then becomes the initial position for the next 
encounter, whether it’s the next sales call, an opportunity to solve 
problems, or a meeting to discuss tough issues, such as a rate in-
crease. This continuum—constantly improving your position—is 
the source of all repeat business. It is also the source of trust.

So negotiation is a constant balancing act. On the one hand, you 
are always endeavoring not to give money away needlessly; on the 
other, you are always aware of your position and how your actions 
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are altering you and your company’s position with the customer. 
Smart businesspeople will tell you that life lasts a long time and 
that what goes around comes around. So a key understanding is 
that negotiation isn’t a one-time event. It’s a process—a process of 
building value. 
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Most of our lives are about proving something, either to
ourselves or to someone else.

Chapter 6

The Mask

You hear a lot of talk these days about someone being a “tough ne-
gotiator” or “hard to deal with.” More often than not, that statement 
has more to do with style than with whether the person is truly a 
tough negotiator.

In negotiation, every person has what I call a “mask”. Their mask 
is the face they show to the world—for instance, whether they are 
easy or difficult to deal with. Some buyers are gruff in negotiations: 
never smiling, sometimes shouting, always unpleasant. That’s their 
mask. It’s the face that presents itself when they negotiate.

Good salespeople are pleasant: smiling, good listeners, never un-
pleasant even when they disagree with a point. That’s their mask. 
They’ve learned what my dad used to tell me: “You can disagree 
without being disagreeable.”

The best criterion to use in describing a sales negotiator is results—
how much they give away. I refer to this as their “rigidity Index.” 
How willing are they to bend, to meet the needs of others? That 
said, most people describe (and label) negotiators not by their re-
sults but by the particular mask they wear.

In our sessions we teach people how to measure a person’s “rigidity 
index” by how much they give away in a negotiation, and we link 
that to style. Here are a few common styles:
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   on the stiffness index. Their natural style could be described as “I 
   win; you lose.”

   is “I’m willing to lose and let you win.” (Think this is uncom-
   mon? Most sales forces contain a high percentage of accom-
   modators).

   split it?”

Here’s ’something worth noting: Each of the above negotiators 
can be very engaging and pleasant to do business with, or very 
unpleasant—a real pain to endure. Their relative willingness to be 
pleasant has everything to do with style; their negotiation level has 
everything to do with commitment to the value they bring to the 
table.

This brings us to a rather schizophrenic-sounding approach that 
works very well for the sales negotiator: Be like Mother Teresa on 
the outside and Attila the Hun on the inside.

Here’s another way to say it: 

“You can be very affable, very pleasant to do business with, and 
still be very tough when it comes to giving away the company’s 
money.” 



Part 2

Dealing with People
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Chapter 7

The Key to All Negotiating Is Dealing with People!

Recently I was getting a salesperson ready for an important negoti-
ation, and I asked what I considered to be a fairly routine question: 
“What can you tell me about the way this buyer will react when 
push comes to shove on money?”

I discovered that this salesperson had done a good job of “crunch-
ing the numbers” and investigating certain options, but she hadn’t 
thought through how this particular buyer would react in a head-
to-head negotiating situation. Thus, the salesperson couldn’t be 
fully prepared, because she hadn’t thought ahead of time about the 
buyer’s range of possible responses.

Negotiating Styles
When preparing for a negotiation, we often think through situa-
tions, work and rework the numbers, and think endlessly about 
tactics and strategies. A critically important element is often over-
looked, and that is the negotiating style and the “driver” of the 
customer.

In today’s business world, it’s easy to fall into the trap of thinking 
we’re selling to the ABC Company or the XYZ Corporation. This 
causes us to forget one simple fact: You can’t negotiate with a com-
pany; you can only negotiate with people! No matter how large and 
spread-out an organization is, it always comes down to this: Some-

Don’t fall into the trap of thinking you’re dealing with the ABC 
Company, or the XYZ Company.  There is no ABC Company.  
There’s Helen, and Bill, and Jeff, and Alice.  Negotiation is 

dealing with people.
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one—some single designated person—is going to make the final 
decision. So let’s take a closer look at people—more specifically, 
at buyers and sellers. We’ll get more specific later, but for now let’s 
divide salespeople into three broad categories.

The Gardner: Over 30 percent of salespeople worldwide fall into 
the “gardner” category. Gardeners are great people. They can best 
be characterized by the term “planters of seeds,” and they are good 
at fertilizing, watering, and long-range focus.

The Fisherman: Another 30 percent of salespeople worldwide fall 
into “the fisherman” category. Fishermen are great people; they 
can best be characterized by the phrase “baiters of hooks.” They 
are good at casting nets, checking lines, and waiting for nibbles.

Can you see a difference between these two groups in terms of their 
sense of urgency?

The Hunter: And there is a third group, called the “hunters.” If the 
essence of a Gardener is best described as a “planter of seeds, and 
the fisherman is best captured by the phrase “baiter of hooks,” the 
hunter is best described by the phrase “track it down and kill it!” 
Hunters are good closers, they’re good cold callers, and they have a 
short-term focus.

All this classifying begs the question, which of these categories is 
best? And the answer is (drum roll, please)… “Yes!” That’s right, 
each of these styles has a place in the sales professional’s tool kit. If 
you don’t spend time gardening, planting seeds, developing rela-
tionships, there will come a time in the future when your pipeline 
will run dry. If you don’t spend time fishing, checking in, courtesy 
calling, servicing a customer, the relationships that you depend on 
for repeat business may not mature. And if you can’t hunt when 
the occasion calls for it, there will be times when you simply either 
can’t get the business or can’t get the profit margin you would like.
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Every salesperson has all these styles inside him or her, but to vary-
ing degrees. You may be a gardener who hunts and fishes a little. 
You may be a fisherman who gardens and likes to hunt on occasion. 
You may a hunter who gardens and fishes rarely.

Different industries and different stages in a company’s life cycle or 
in a salesperson’s career may dictate which style needs to be pri-
mary for you at a particular time. I was conducting a sales meeting 
not long ago, and after we covered this concept the sales manager 
told the group, “Ladies and gentlemen, for the next sixty days, it’s 
hunting season around here.” He was making a good point. In their 
industry, at that time, with their market share, every person in the 
sale force needed to become a “hunter” for sixty days to put things 
right. (Incidentally, they pulled it off.) 

The Pleaser: Sadly, a common style found in today’s sales force 
is the “pleaser.” The pleaser is the epitome of lose-win—that is, “I 
lose; you win. I call this “the “martyr” style.”

Before you take exception with my statement that the pleaser style 
is an all-too-common fixture in a sales force, see if this sounds 
familiar: The pleaser’s main strength is in building relationships. 
Pleasers are “people people.” It’s their greatest strength—and their 
greatest weakness.

This style lends itself well to situations in which a salesperson 
needs to be very tuned in to a customer’s situation or has to ex-
tend goodwill gestures to maintain the relationship. Pleasers are 
especially adept at preserving harmony and avoiding disruption in 
business situations.

The drawback, however, is that they often allow themselves to be 
abused. They fall into the mind-set that they need the sale more 
than the buyer needs the product or service they are selling. They 
see the buyer as having all the power, and themselves as being sub-
servient to that buyer.
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This concept of BIG BUYER, little seller is dangerous thinking. It 
looks like this:

Buyer
Seller

Because of the subservient mind-set, it’s hard for classic pleasers 
to push in head-to-head negotiating situations. As a result, they are 
often guilty of walking away after the negotiation, leaving their 
company’s profits lying on the table.

Every sales force has a number of “Joe Pleaser’s.” Joe has been 
with the company for several years, and he has a solid client base. 
His customers love him because he’s great at solving problems and 
cultivating relationships. His repeat business is good, but when his 
accounts are analyzed, the profit margin is below where it should 
be. In closing situations, Joe gives up more than he should—and 
more than he needs to. The problem is compounded by the fact that 
he is often doing business with decision makers—that is, buyers—
who fall into the competing style. Joe takes the path of least re-
sistance and sells on nothing but price. He doesn’t understand the 
Golden Rule of Sales Negotiation. I’ll say it again:

Sales ability determines your gross receipts, 
but negotiating ability determines your PROFIT!
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Chapter 8

Drivers

Persuading and Influencing People: A Sales Negotiator’s Stock 
in Trade. A common misperception is that businesspeople are set 
in their ways and impervious to persuasion or influence. But noth-
ing could be further from the truth. The fact is, people are easily 
influenced, easily persuaded, and easily manipulated. Let’s look at 
how easily people can be influenced:

People are so easily influenced that many tattoo their skin, pierce 
virtually any part of their body, or wear shoes that hurt their feet. 
People are so easily influenced that workers who live well and are 
secure can be convinced to go on strike and cripple the company, 
ruining a mode of living for themselves and their management and 
depriving customers of the opportunity to purchase their products. 
People are so easily influenced that millions study for advanced 
degrees because they have been convinced that they need them in 
order to be “qualified”—even in America, where college dropouts 
like Bill Gates, Steven Spielberg, and Steve Jobs do fairly well. 
People are so easily influenced that they can be convinced to strap 
bombs on their bodies and blow themselves up in the name of 
religion. People are so easily influenced that many depend on Wine 
Spectator to decide what they like to drink, on Vogue to decide 
what to wear, and on network TV to decide what to believe.

At some point you have to ask yourself, why would anyone do such 
things, especially for free? The answer is deceptively simple: They 

There are always two negotiation going on simultaneously - the 
obvious, conventional one on top of the table, concerning issues: 

money, deadlines, specs.
  

But the real negotiation - the subtle, complex negotiation -
 goes on “under the table” and isn’t about issues.

 It’s about Who-They-Are, and Who-You-Are.
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do all these things to satisfy an internal need. Many people think 
that negotiation is all about strategies and tactics. But those are 
just the tools, much as scalpels and forceps are tools of a surgeon. 
They aren’t much use, though, if the person doesn’t know which 
tools to use, where and when to use them, and how to use them to 
best effect. The finest scalpel, in the hands of an untrained user, is 
not much different from a box cutter. Understanding what drives a 
buyer is the sales negotiator’s stock in trade. When you understand 
that key element, selecting the proper tools for the job isn’t really 
so difficult.

It’s important to keep in mind that there are always two negotia-
tions taking place at the same time. There’s the obvious, conven-
tional negotiation on top of the table, concerning the spoken issues: 
money, terms, deadlines, warranty, specs, and so on. But the real 
negotiation—the subtle, complex one—goes on “beneath the sur-
face” and isn’t about issues at all. It’s about beliefs, assumptions, 
and opinions. It’s about who you are and who they are.

To come to agreement with people, you often don’t have to give 
them what they say they want. Indeed, it’s far more effective to give 
them what they want “beneath the surface.” Many people say they 
want the same thing, but if you scratch the surface, you’ll often find 
that they want it for very different reasons. 

An example might be a group of young women in Los Angeles, 
all of whom want to go into acting. Amy may not enjoy acting per 
se, but she wants to be a celebrity. She dreams of stepping out of 
a limo onto the red carpet, with the paparazzi all around. Brigitte, 
though, may envy the earning power of the stars on top of the heap. 
And Carol, meanwhile, may truly love acting itself, the process of 
getting inside the heart and mind of a character—of capturing that 
individual. She considers herself an artist and will act because it is 
what she loves.

These three young women all want the same thing—a career in 
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acting—but for very different reasons. Different forces “beneath 
the surface” drive them in their quest for that career. And like them, 
we are all driven by different forces in business and in life. Find out 
what’s “under the table” for someone, and you have access to the 
levers that work them on top of the table.

A good metaphor for a sales negotiator is a doctor. As a negotiator, 
you have many tools at your disposal, just as the doctor has many 
possible tools, depending on the health problem: pills, potions, 
ointments, shots, physical therapy, surgery, diet and lifestyle chang-
es—too many tools to list. The more your doctor knows about you 
and how you respond to different treatments, the more effective 
they will be in healing you.

You as a sales negotiator are no different. You have access to dif-
ferent styles, techniques, strategies, and options in a negotiation. 
Knowing which tools to use depends not only on your knowledge 
of the other person’s business drivers, but also on your knowledge 
of the buyer. 

What drives them under the surface? What are their values? What 
are they “allergic” to? Don’t make the all-too-common mistake of 
thinking that someone doesn’t have values or that you are unable 
to discern them. Everyone has values, and you can detect them 
because everyone has behaviors. Observe behaviors, and you’ll 
have a pretty good idea of what’s under the table with most people. 
Andrew Carnegie once wrote, “As I grow older, I pay less attention 
to what men say. I just watch what they do.” And let’s face it—he 
knew a thing or two. So…here we go. Below is a list of drivers—
certainly not all of them, but enough to get the ball rolling.

Looking Good: Everyone wants to look good to someone. The 
question you need to answer is, to whom? Some want to look good 
to their customers, many to a manager, some to coworkers, some 
to the board or the shareholders. When I’m consulting with clients, 
preparing them for a negotiation, one question I always ask is, 
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“Who is this person most eager to impress?” That answer will tell 
you a lot.

Being Fair: In a world that often can seem hard and cynical, many 
people are still motivated simply by the need or desire to be fair to 
the other person. My experience is that this is not nearly so rare as 
you might think. (Unfortunately for you, not many buyers have this 
particular driver, but you still need to be aware of it.)

Power: The link between negotiation and power has been chron-
icled in the earliest writings known to man, and probably doesn’t 
need to be explored again here except to say this: Having things 
their own way drives many people, whether it’s a number on a con-
tract, or where their desk sits in the office. This really doesn’t have 
much to do with the money or the placement of the desk—it has 
everything to do with power, control, and who calls the shots.

Being Right: No mystery here. Many people simply cannot admit 
they have made a mistake—or are even capable of it.

Being Appreciated/Respect/Acceptance: Being appreciated, be-
ing valued, is of enormous importance to many in business. In a 
surprising study of the factors that result in job satisfaction, money 
came out seventh—did you let that really soak in? Seventh!—while 
at the top of the list were being appreciated and working with 
people the interviewees liked. 

Being Important: You can observe this in any hierarchy, from a 
grade school principal to the head of a department, to the buyers 
you work with every day. Many people get their strokes from being 
important. If a business situation can provide that for them, the deal 
has a good chance of going well. If not, they’ll generally find a way 
to disrupt the deal. 

Fame: Businesspeople are just as susceptible to fame and celebrity 
as anyone else, especially at the top levels. If you doubt this, con-
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sider Richard Branson and Donald Trump. 

Impatience: A common and often effective negotiation technique 
is simply to drag your feet and wear the other person down. Their 
impatience can lead to their giving away more than they would like, 
just to “be done with it.” 

Being Liked: Everyone wants to be liked, but some carry it to an 
extreme. It’s my observation that salespeople are often the worst. 

Being Safe: Not making a mistake. These are individuals who have 
an almost pathological fear of “being taken.” Security is crucial 
to them, and for a reason. In many companies, getting ahead is 
achieved not by head-turning accomplishments but simply by stay-
ing out of trouble—by outliving the competition. In such an envi-
ronment, being safe becomes an ingrained part of the culture. In 
the sales world, you see this when salespeople leave money on the 
table because they are afraid they’ll lose the deal. 

Resisting Authority:  The kid in school who resents teachers and 
can’t take instruction has a good chance to become the employee 
who can’t get along with bosses and can’t take instruction.

Legacy: Legacy is a factor that usually enters late in a career. Look 
at our Presidents. It takes two years just to get your arms around the 
job. The next two are spent trying to get reelected. If reelected, the 
second term drifts toward thoughts of legacy, and that is reflected in 
speeches, in planning for the presidential library, etc. In business, 
we see it at the CEO level, when a Jack Welsh or a Lee Iacocca 
is preoccupied with the legacy they will leave a company.  Many 
people who are nearing the end of a career are driven by this.  They 
ask themselves: “How will I be remembered?” 

Greed/Affluence: Sometimes it’s really the money!  This one can 
be easy to misread.  Many times in sales situations, buyers are ham-
mering on you for price reductions, and it’s not about the money 
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at all.  They want to cut a good deal so they can look good to their 
manager.  However, sometimes it’s really the money!

Making a Difference:  In today’s world, making a difference enters 
into many negotiations.  I know here in California the “Green 
Movement” would be a good example.

Competition: I cannot stress this enough.  Competition drives many 
negotiators far beyond what would be reasonable or predictable.  
This one is easy to disguise.  Many buyers who claim to be trying 
to get a good deal for their company simply  cannot stand to lose.  
And don’t think salespeople are immune to this.  I’ve seen grown 
men and women neglect their families, and push themselves be-
yond what is reasonable to beat a colleague or teammate - to be the 
“Salesperson of the Year”.

Excellence: Many people are simply driven to do what they do to 
the best of their ability.  Tiger Woods is driven not just by competi-
tion, but to be the best possible at his craft.  Many famous actors 
are not driven by the money.  They simply love being good at what 
they do.

Avoiding Work/Avoiding Effort: Let’s be honest.  Many people are 
simply lazy.  If you can make something easier for them, or show 
them a way to avoid a little honest work, it’s a great motivator for 
them. 

You can see that drivers make—or should make—an enormous dif-
ference in your selection of strategy and tactics. If you are negotiat-
ing with someone driven by power, for example, you will negotiate 
very differently than you would with someone driven be being fair.

Now, in a negotiation situation several of the above drivers may 
come into play. Your being an effective negotiator depends on your 
ability (1) to correctly ascertain the drivers of the buyer, and (2) 
to select tactics and strategies that work with that mentality. Now 
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we’re to the hard part: making those same observations about your-
self.

All the drivers outlined above apply not only to the other party, but 
also to…yup, you guessed it—to you. What’s under the table for 
you? Experience has taught that while drivers are merely difficult 
to determine accurately in another, they can be almost impossible 
to observe in ourselves.

If you can discover and eliminate your drivers, you can become 
all but invulnerable in negotiation. Here’s why: Every driver is a 
need, and every need is a lever that others can use to work you. If 
you have a need to be liked or to look good, a savvy buyer can use 
that need against you. If you have a need to be safe and not make 
mistakes, a savvy buyer can use that need to manipulate you. If you 
have a need to be fair, a savvy buyer can work you. 

Here’s what good negotiators understand: The beneath-the-surface 
drivers work the tactics on top of the table. Burn this into your 
brain: 

Whenever you use a negotiation to satisfy your own 
emotional needs, you give the other party an advan-
tage, because in negotiation, neediness equals vul-

nerability. 

Most of the salespeople who come out on the short end of the stick 
in negotiation are the cause of their own undoing. When they talk 
about it, they often point out how they were treated poorly, but 
when you examine the situation, here’s what you’ll find: When they 
gave others an advantage, others simply took it.

Here’s the CliffsNotes on that: Don’t use business to feel good 
about yourself. Use business to do business.

 



Part 3

Positioning 
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Learning to negotiate is learning how to, despite serious 
differences of perception, value, and interest, to shift ourselves 

and others from an adversarial mode - to a problem-solving mode 
- the better to enlist both our talents and the other parties in the 

pursuit of enlightened self-interest.

Chapter 9

Positioning

Let’s talk about positioning. Of all the factors we at discuss during 
our sales negotiation training sessions with clients, positioning is 
quite possibly the most important. I love positioning because it’s 
the essence of building value—and increasing profi t.

Every market is divided into three distinct levels. These fi t on what 
I call the “Positioning Pyramid.” At the low end of every market, 
you’ll fi nd the “A equals B” position.
 
          

This simply means that if you’re selling something that looks the 
same, weighs the same, operates the same, tastes the same, pro-
vides the same service—if everything about what you bring to the 
market is exactly the same as your competitor’s—then A equals B 
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in every respect. Therefore, the customer absolutely has to base the 
buying decision on price alone! On the graphic, notice the dollar 
sign to the right of the pyramid. That’s because at the “A equals 
B” level of the market, price is everything. This is the “commod-
ity” level of the market, and it’s not a good place to be. If you, your 
products or services, or your company is perceived at this level, you 
have no power, not one ounce of leverage, and you will need every 
trick in the book just to maintain even low profi t margins.

Let’s look at the next level. At this level of the market, the percep-
tion is that “A is greater than B.”

        

It could be that you offer the customer better quality. Your re-
sponse time may be faster. For whatever reason, people like your 
product—it’s looks, shape, size, speed, great service. Thus, A is 
perceived as being greater than B. At this level of the market, price 
is still a factor, but not the only factor. For value has entered the 
picture. The decision to do business is based on “perception of 
value.” 

Notice that in the graphic, the dollar sign is smaller, and value gets 
equal billing. Smart salespeople and sales managers are very skill-
ful at moving themselves, their products and services, and their 
companies out of the “A = B” category and into the “A > B” cat-
egory in the minds of their customers.
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Business markets tend to mature over time. As a result, many sales-
people view themselves as selling something that’s becoming just 
another commodity. That’s not true! Salespeople who understand 
and can communicate positioning are not perceived at the commod-
ity level by their customers. They not only sell quantity; they sell 
with good margins.

Look for a marriage of business process -- something no one has 
thought of to increase value in a way that isn’t easily copied by the 
competition. Or, if it can be copied by the competition, they’re go-
ing to be a day late and a dollar short.
Here’s an interesting side note: When you’re confronting price, cost 
justifi cations just don’t work anymore. The days of poor mouthing 
and whining about your costs and your troubles are over. Buyers 
don’t want to hear it. In today’s economy, there’s got to be a value 
in the equation, especially with large accounts. Creating value just 
makes more sense to people. It’s a pull instead of a push. It accom-
plishes the same outcome, but with a completely different feeling.

So at the lower level of positioning, we have “A equals B.” In the 
middle level, we have “A is greater than B.” At the very top level of 
positioning we have “Sole Source.”
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Sole Source is born at that moment when, in the mind of a custom-
er, you provide something they simply can’t obtain anywhere else. 
Most companies do a good job of providing a sales force with the 
tools to move them from A=B to A>B, but that last step, to the sole 
source level, has to come from you!
It can be a result of personal rapport, or reputation, or of the trust 
that comes from knowing that even if there is a problem, a top 
professional will be on the situation with the best solution immedi-
ately.

Your challenge as a salesperson is to build value -- and it’s better if 
you build it before you get to the table. Build value by constantly 
enhancing your position -- working your way up the pyramid. 
Remember, if you go into a negotiation at the “A equals B” position 
and can’t rise above it, you have to sell on price, and your entire 
sales career will be fighting the commodity box.

If you can position yourself at the “A > B” level, you’re in an excel-
lent position to boost margins and delight customers. And maybe, if 
you’re bright and persistent, you’ll get to a Sole Source level. If you 
go into a negotiation in the sole source position -- sales are good, 
margins are good, and Life is Good!
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Chapter 10

Positioning like a Pro

Now that we’ve established how this works, let’s get specific on 
how to build value. It’s a three-step process:

Step 1. Basic level
Know your positioning factors.

Be able to state clearly and precisely what distinguishes you (your 
product or service) in the marketplace. Start by making a list of the 
things that move you out of “A = B” into “A > B,” or even “SS.” 
The items on this list are your “positioning factors.”

A typical positioning factor list might look like this:

Quality products
Good quality control (fewer service calls, higher customer satisfac-
tion rates)
Innovative R & D
Market leader
Local presence—many locations
Quick turnaround on service calls
Integrity
Best warranty
Broad platform of products
One-stop shopping
Add your own

The essence of positioning is to redefine the perception 
of value in the mind of the other party
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_____________________________________________
_____________________________________________
_____________________________________________
_____________________________________________
_____________________________________________
_____________________________________________
_____________________________________________

Step II. Intermediate Level
Know specifically how each of these positioning factors benefits 
the customer, and be able to clearly convey that value.

Here’s why this is so important: Every company has a list like the 
one you just made. Your competition has one, and it probably looks 
a lot like yours. As a matter of fact, every salesperson in your own 
company knows the same list of benefits, yet they have widely 
varying results. Why, though? What could account for that? Ev-
ery salesperson in the company has the same products or services 
available to offer their customers, but some of those salespeople are 
making more and bigger sales, with higher profit margins.

This is because they are very good at getting across the “So what?” 
of each benefit they can offer. They don’t expect the customer to be 
clairvoyant, read minds, or even be exceptionally smart. Instead, 
They accept that it is their job to be sure that the customers under-
stand exactly how each of these positioning factors will improve 
their lives—in many cases both personally and professionally.

Transition Phrases:
“And what that means to you is…
*“That’s important, and here’s why…”
“Here’s an example of what I mean…”
“Let’s look at how that affects your organization/division…”
“Let’s look at how that improves your situation…”
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Short transition Phrases:
“And as a result...”
“Here’s the bottom line...”
“Therefore...”
“Because of this...”
“How this translates is...”
 
Let’s look at a few examples.  Yours will be different because of 
your situation, but these will give you a feel for the process of be-
ing sure they understand how your features impact their world:
 
Quality products
 
You will have fewer complaints, and fewer returns
Your repair department will be less busy, and you can reduce staff 
in that area
Your business will have good will
Referrals will be greater, and more glowing
 
Good people
 
Your problems will be handled well the first time, saving you time 
and money

Innovative R & D
 
You will be perceived on the cutting edge
You’ll always be the leader
You won’t have to worry about the latest and greatest – we’ll do 
that for you
 
Local presence—many locations
 You won’t be wasting your time driving to a distant location for 
service
With gas costing what it does these days, it will save you a bundle
You won’t have to wait for a home office somewhere to make deci-
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sions and get back to you
 
Quick turnaround on service calls
 
You won’t be “out-of-service” for extended periods
Your staff won’t be sidelined waiting for equipment to return
 
 Broad platform of products
 
You won’t have to take time and money searching for many different 
solutions 
Everything will be a coherent fit, and will work seamlessly together
Instead of having different locations and people to deal with re-
garding billing, service, training, you’ll just one point-of-contact

Step III. Master Level
Reach the point where you can select which of these “so what’s” to 
use, based on the drivers of the other party. For example, if you are 
negotiating with someone who is driven by power, you will use 
very differ- ent “so what’s” than if you are dealing with someone 
who is driven by fairness, being liked, or looking good to his or her 
boss. 

Our research indicates that over 80 percent of salespeople stop at 
the first step. Many are very good at getting across their differen-
tiation in the marketplace, but only a few deliver the “so what’s.” 
Fewer still select the “so what’s” based on the drivers of the buyer.

Questions
Why is it so important that you go beyond step one? That is, why is 
it so important to deliver the “so what’s” based on the buyer’s driv- 
ers? And why do we stop at step one? Good questions! 

Question 1: Why is it so important that you go beyond step 
one? If you don’t go beyond the first step, buyers just tune you 
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out. Since every company has a list (and all the lists are good) at 
best they are, well, “interesting”—and even that is giving them the 
benefit of the doubt. There’s a problem with “interesting.” It doesn’t 
move anyone. It’s like channel surfing—you pass a channel and 
your mind says, “Interesting,” but you don’t stop; you just keep on 
going.

When you go to steps 2 and 3, though, your dialogue goes past 
“interesting”; it can even become “compelling!” “Compelling” is 
good. “Compelling” can cause someone to think differently about a 
situation. “Compelling” can move someone. 

Question 2: Why does it happen? Why do we stop at step one?  
Why don’t we go on the to the “So what’s?” It happens because we 
live in a world made up of our own bells and whistles. One of the 
most common mistakes in negotiation is thinking about yourself—
your needs—instead of the other person’s needs and how this nego-
tiation can solve them. Let me show you what I mean.

Recently I went to Texarkana, Texas (where I grew up), to visit 
my dad, and I wanted to take him out to a nice place to eat. Now, 
that’s not easy to do in Texarkana, and we ended up at a place 
called Raleigh Burger. Here’s the scenario: We’re in the car: I’m 
driving, and my dad is in the seat next to me. We pull up to the 
squawk box and hear a burst of static, then a crackly voice saying, 
“%^&%^&%^&&^%,” which is Texarkana-speak for “Welcome to 
Raleigh Burger. How may we make your dining experience excep-
tional?”

So we place our order, and I pull around to the pickup window. 
Now I’m looking in the window, and I can see this kid and hear him 
talking to the car behind us. So the kid leans into the mike and says, 
“Whaddya want?” The guy behind us, apparently, has never been 
to a Raleigh Burger, and he says, “I hear the burgers are good.” The 
kid leans over [sigh] and says, ”Yeah, they’re the best in town.” 
And the guy behind us says, “What’s on ’em?” And the kid taking 
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the order—you know this kid: ’terminal acne, baseball cap turned 
around with the bill to the back—gives this world-weary sigh, rolls 
his eyes, and shakes his head.

I had an “Ah-ha!” experience at the Raleigh Burger in Texarkana 
that day. It dawned on me that this kid thought the guy behind us 
was the stupidest oaf on earth—because he didn’t know what was 
on a Raleigh burger! You see, this kid lives in the Raleigh Burger 
world, where he hears every day about the meat, the special sauces, 
and the sesame seed buns. (I mean, how could anyone not know 
what’s on a Raleigh Burger?)

Now, the people in your company don’t live in the Raleigh Burger 
world, but what world do we live in? That’s right, we live in the 
ABC Company world, or the XYZ Corporation world, and we hear 
so much about our own bells and whistles that before long we begin 
to think in those terms—and guess what? It’s the way we begin to 
talk. 

The truth is, that guy couldn’t care less what your product or 
service can do—the only thing he cares about is what it can do for 
him, how his life is going to change as a result of that product or 
service. 

Here’s an interesting note: When you’re confronting price, cost 
justifications just don’t work anymore. The days of whining about 
your costs and your troubles are over—buyers don’t want to hear 
it. In today’s economy there has to be value in the equation, espe-
cially with large accounts. Creating value just makes more sense 
to people, because it’s a pull instead of a push. It accomplishes the 
same outcome, but with a completely different feeling.

Sole Source
So at the bottom of the positioning pyramid, we have “A equals B.” 
In the middle level, we have “A is greater than B.” And at the very 
top level of positioning we have “Sole Source.”
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 We said this before, but it’s so important that it bears repeating:  
Sole Source is born at that moment when, in the mind of a custom- 
er, you provide value they simply can’t obtain anywhere else. Most 
companies do a good job of providing a sales force with the tools 
to move them from A = B to A > B, but that last step, from A > B to 
the sole-source level, often has to come from you!

You can see these market levels in every industry. In the hotel 
business, at the “A equals B” level you find Motel 6, Scottish Inns, 
Crown 8, Red Roof Inns, Travelodge, and the other no-frills places, 
all based strictly on price. At the next level, where A is perceived 
as being greater than B, we have Marriott, Hyatt, Sheraton, Hilton, 
and Stouffer. More expensive, and all trying to impress upon us 
their higher value. At the top, we have Sole Source. There is only 
one Greenbrier. There is only one Plaza in New York.

My first profession was in the entertainment industry. When I was 
nineteen I quit school and went on the road, playing saxophone 
with a jazz group, and I just loved it. Even though I went back, 
finished school, and taught for several years, music—and the enter-
tainment industry in general—is still a big part of my life.

In the entertainment industry, the “A equals B” level translates into 
“this weekend go to your local lounge, and there’ll be a guy wear-
ing a green leisure suit, singing “Feelings.” Now, that’s “A equals 
B”—there are thousands of these guys, and nothing to differentiate 
them except for the color of their polyester. And you can bet they’re 
working for bottom dollar

But at the “A is greater than B” level, you find the professional en-
tertainers who are earning a very good living. You see them on TV, 
hear them on the radio; they work in Vegas and make records, but 
they’re not the superstars. At the top, in the Sole Source category, 
there is only one Chicago Symphony, only one Kenny Rogers or 
Barbara Streisand, only one Rolling Stones.
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Your challenge as a salesperson is to build value, and I repeat, it’s 
better if you build it before you get to the table. Build value by us-
ing the continuum and constantly improving your position—work-
ing your way up the pyramid. Remember, if you go into a negotia-
tion at the “A equals B” level and can’t rise above it, you have to 
sell on price.
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PLANNING

In my work with clients, I’m often asked, “What’s the most com-
mon mistake you see in sales negotiation?” Good question! And the 
answer is the same every time: lack of planning.

Salespeople resist planning like the plague, and they pay dearly for 
that resistance, because this is perhaps the most important factor in 
sales negotiation success. If I had to bet on the outcome of a nego-
tiation between a naturally skilled negotiator who hasn’t planned 
well and someone who has only average skills but has done a great 
job of planning for the negotiation, my money would ride with the 
planner every time.

In negotiation, NOTHING takes the place of planning. I’ve in-
cluded a Negotiation Planner in the workbook. Let’s go through it 
together. . . . 

 

I’ ll admit, there are times (when it’s coming apart at the seams) 
that plans seems worthless, but planning is invaluable because 

of the clarity it gives you.
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STREET-SMART NEGOTIATION
Sales Planner

Person(s) you’ll be negotiating with:

Key decision maker_______________________ 
Style____________________

Lesser decision maker_____________________ 
Style______________________

Influencer_______________________________ 
Style____________

Level of rapport between you and the person(s) involved in the 
negotiation.

______Excellent
______Average
______Poor

Identify any potential conflicts (personality differences/history, and 
so on) that could cause problems in the negotiation.
______________________________________________________
______________________________________________________
______________________________________________________
______________________________________________________
______________________________________________________
______________________________________________________
__________________________________________
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The issues to be negotiated (business drivers—on the surface):
Theirs
______________________________________________________
______________________________________________________
______________________________________________________
______________________________________________________
______________________________________________________
______________________________________________________
__________________________________________

Ours
______________________________________________________
______________________________________________________
______________________________________________________
______________________________________________________
______________________________________________________
______________________________________________________
__________________________________________

The issues to be negotiated (personal drivers—beneath the surface):
Theirs
______________________________________________________
______________________________________________________
______________________________________________________
______________________________________________________
______________________________________________________
______________________________________________________
__________________________________________

Ours
______________________________________________________
______________________________________________________
______________________________________________________
______________________________________________________
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Our positioning factors (What moves you out of A = B and into A > 
B or Sole Source?)
______________________________________________________
______________________________________________________
______________________________________________________
______________________________________________________
______________________________________________________
______________________________________________________
__________________________________________

Go deeper. Get down to the “So what?” and if you can, “dollarize” 
these.

Why should they do this? What are the consequences? (What will 
happen if they don’t?) 
______________________________________________________
______________________________________________________
______________________________________________________
______________________________________________________
______________________________________________________
______________________________________________________
__________________________________________

Ways in which we are vulnerable (Is there anything we can do to 
improve our position?):
______________________________________________________
______________________________________________________
______________________________________________________
______________________________________________________
______________________________________________________
______________________________________________________
__________________________________________
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Ways in which they are vulnerable:
______________________________________________________
______________________________________________________
______________________________________________________
______________________________________________________
______________________________________________________
______________________________________________________
__________________________________________

Time factors affecting them:
______________________________________________________
______________________________________________________
______________________________________________________
______________________________________________________
______________________________________________________
______________________________________________________
__________________________________________

Time factors affecting us:
______________________________________________________
______________________________________________________
______________________________________________________
______________________________________________________
______________________________________________________
_____________________________________________

What is our best-case scenario? (What do we want?) 
Some thoughts here:

If the planets lined up and all the angels sang, what would this deal 
look like? At this stage of planning, don’t hold back. I find that in 
the planning stages of negotiation, most salespeople think far too 
small as opposed to too big.
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Salespeople with high but realistic goals come out much better 
than those who aim too low. If you’ve done your homework well 
enough, you should have a good feel for the point at which an 
opening demand would appear unrealistic to a buyer. So set your 
target, your goal, just below that, and you have a great opening 
position. And here’s something else: aiming high leaves you with 
room to compromise if you have to, which is an important element 
in letting them feel good about the deal.
______________________________________________________
______________________________________________________
______________________________________________________
______________________________________________________
______________________________________________________
______________________________________________________
__________________________________________

Now, what is our worst-case scenario? (What will we settle for?) 
Here’s another way to frame the question: On the downside, what’s 
your walk-away point? What’s the least you could come away with 
that would still make the deal worth doing?
______________________________________________________
______________________________________________________
______________________________________________________
______________________________________________________
______________________________________________________
______________________________________________________
__________________________________________

What is their best-case scenario? (What do they want?)
______________________________________________________
______________________________________________________
______________________________________________________
______________________________________________________
______________________________________________________
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______________________________________________________
__________________________________________

What is their worst-case scenario? (What will they settle for?)
______________________________________________________
______________________________________________________
______________________________________________________
______________________________________________________
______________________________________________________
______________________________________________________
__________________________________________

Now, let’s have another look at our answers to the above questions. 
Are those answers true? Are we basing them on facts? Be honest. 
Our answers are based on the following: 
______________________________________________________
______________________________________________________
______________________________________________________
______________________________________________________
______________________________________________________
______________________________________________________
__________________________________________

Are there blocking issues that might prevent us from concluding 
this negotiation successfully? If so, what can we do about them?
______________________________________________________
______________________________________________________
______________________________________________________
______________________________________________________
______________________________________________________
______________________________________________________
__________________________________________
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After carefully considering all these factors, this is our strategy:
______________________________________________________
______________________________________________________
______________________________________________________
______________________________________________________
______________________________________________________
______________________________________________________
__________________________________________
 



Part 4

Getting It Done!
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THE SUCCESS FORMULA

The last tool I want to give you is a formula that works wonders 
in sales negotiation. It will give you a framework where you can 
conveniently hang everything we’ve discussed up to this point. The 
formula is built as an acrostic around the letters in the word “SUC-
CESS,” because as sales professionals, success is always our goal.

The “S” in “SUCCESS” stands for “Set the stage.” Before you 
begin any negotiation, always set the stage.

In old-fashioned Sales Negotiation, it usually looked like the figure 
below-  two gunfighters shooting at one another in the street.  One 
party is trying to sell something; the other is trying to resist buying.  
It was adversarial, hostile, and caused high stress/low trust relation-
ships.  Because of that, it was often a win-lose scenario. 

If you don’t like the games people play,
make up your own games. Be in charge.
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Our challenge is to create a different mindset for sales negotiation.

In this mindset, instead of an adversarial position, two people are 
working on a problem together, and hopefully, arriving at a solution 
between them.  Everything changes when we work together in this 
way.  Stress goes down.  Trust begins to build.  Working toward this 
model as you plan and begin a negotiation in sales will serve you 
very well.  

At this initial point in the meeting, block out the world and focus 
completely on your customer. Match the speed of your speaking to 
the speed at which they’re speaking. Matching the other person’s 
tempo is the best way to establish rapport in the business world—
especially when you’re dealing on the phone! Tempos are fast or 
slow, with pauses or without a break. Most people are completely 
unaware of their own rate of speech, and they won’t consciously 
notice that you’re adjusting yours. The matching doesn’t have to 
be exact—just close enough to encourage the other person to feel 
comfortable and understood.

When you’re with someone face-to-face, match their body posture, 
taking in their emotions and feelings, not just their words. Use this 
time to determine their negotiating style—and fi nd their hot but-
tons. 
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Set the stage
U

The “U” in “SUCCESS” stands for “Uncover the issues.” 
This refers to getting as much useful information as possible. Ask 
questions. Listen, probe, give feedback—be in the game. 

This is the most important step in negotiation. When done correctly, 
it clears away miscommunications, cements relationships, and 
opens up the creative side of the negotiation.  Find out what’s most 
important and why. The why is often more important than the what.  
In this stage, uncover all the information. Remember, there’s what 
they tell you and there’s the rest. Also, uncover the real informa-
tion. There’s what they tell you, and there’s the truth. 

The direct approach is usually the best. You might ask, “What’s im-
portant to you here? What do you want out of this?”  And don’t be 
afraid to dig down.  After they tell what they want, you might say, 
“I don’t know if we could do that, but I’m just curious.  If we 
could make that happen, what would change?”  You’re searching 
for the why.This is the perfect time to get all the issues – yours and 
theirs – on the table

And go beyond the money. The most common objection in the 
world is the price objection. Customers never tire of saying, “Your 
price is too high.” But that’s not true. I have a client, a manufactur-
ing company, that has its processes down so well, knows its busi-
ness so well, that production costs are remarkably low. Their profit 
margins are razor thin. So what do you think their salespeople hear 
every day? Right: “Your price is too high.” Why do they hear that? 
Because that’s what buyers do! 

So get beyond price. If you do a good job in this part of the pro-
cess, you’ll gain insights into the needs beyond money—like terms, 
delivery schedules, guarantees, return privileges, credit, peace of 
mind, and so forth. 
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Down inside, everyone is concerned with value, with the quality of 
the product or service you’re offering. Don’t stop probing until you 
have a good feel for what your customer is looking for.

Set the stage
Uncover the issues
C
C

The two “C’s” in “SUCCESS” stand for “Confine the issues” and 
“Confirm.” It will be helpful to you—after you uncover the issues, 
of course—to confine the issues. Ask your customer, “Is there any-
thing else of primary interest to you?” “Does this about sum it up?” 
Or “Is this everything we need to make a quality decision?” Put a 
box around them.

See? What you’re trying to do is head off the “Oh, yeahs.” See if 
this sounds familiar: You’ve gotten an ultimatum from a customer 
to match a rate, so you’ve given in to the tune of two percent. You 
thought the situation was resolved; then at the end of the discus-
sion, they bring up another problem, another issue, and, as a result, 
want another percent discount! So when you’re probing for their 
needs and concerns, be sure you get the whole story. (Be sure you 
get ’em all.) Then, after you’ve confined the issues, there are two 
things you want to confirm: First, “If these issues are resolved, can 
we do business?” And second, “Who else is involved in the deci-
sion-making process?”

When you ask these questions, you’re standing at the pass, trying to 
head off an ambush. By asking, “If these issues are solved, can we 
do business?” you’ve effectively blocked the buyers who try to tag 
on a last few nibbles at the end.

When you ask who else is involved in the decision-making process, 
you’re cutting off the Little Guy/Big Guy ploy, in which they tell 
you they can’t make a decision, because the boss, the committee, 
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the president, or the board has to approve it.

It’s important that we see the pattern here and notice how naturally 
it flows. We’re going to set the stag; then we’ll uncover the issues, 
getting a feel for their style and what they’re really after. Next, 
we’re going to confine the issues, and then we’re going to confirm 
whether we can do business after these issues are resolved, and who 
else is involved in the decision-making process.

Set the stage
Uncover the issues
Confine the issues
Confirm
E

This brings us to the “E” in “SUCCESS,” which stands for “Evalu-
ate the situation.” By now you should have a pretty good feel for 
the issues, the competition, the customer’s style, his or her hot 
buttons, the possibilities, and how important each of these issues is 
to them. I use a simple method to break down the issues in order of 
importance, based on the “three B’s.”

The first “B” is for “Bread crumbs.” These are relatively minor is-
sues you can just sweep away. The second “B” is for “Bacon,” as in 
“Bringin’ home the Bacon.” These are the meat and potatoes of the 
negotiation, and often involve money, terms, guarantees, delivery, 
and so on. The last “B” is for “Blocking issues.” Are there any is-
sues that could kill the deal?

Let me point something out here. “Evaluate” is the first of the steps 
that you do internally. We’re actually evaluating from the beginning 
of the process—as we probe, ask questions, and uncover issues. 

Everything else up to this point in the SUCCESS acrostic—setting 
the stage, uncovering issues, confining issues, confirming authori-
ty—has been external. But we’re evaluating inside all the time. 
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Set the stage
Uncover the issues
Confine the issues
Confirm
Evaluate the situation
S
S

Next, we reach the final two “S’s” in “SUCCESS.” The first stands 
for “Solve the problem, with the fairest solution.” This step is 
often thought of as being at the heart of all negotiations. This part 
of the process—solving the problem—calls on your judgment and 
experience. Sometimes you’ll be flying by the seat of your pants, 
but hopefully you’ll be guided by preparation and an awareness of 
the strategies that we’ve covered in this program.

Remember, as a negotiator, your goal isn’t to cut a deal so tough 
that you save money at the expense of customer satisfaction. And 
your goal isn’t to throw money at the customer so you can “buy” 
the business.Your goal is fairness! You want to use listening and 
persuasion and skillful negotiation to build value and arrive at the 
fairest solution for everyone. The best deal is a combination of fair 
value and fair compensation.

Set the stage
Uncover the issues
Confine the issues
Confirm
Evaluate the situation
Solve the problem, with the fairest solution
S

The final “S” in “SUCCESS” is the “Satisfaction check.” This is 
where you ask the customer if they can feel good about the resolu-
tion of the problem. Assure the buyer that you’re after the fairest 
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possible solution and that you appreciate their business. Remember, 
you’re not after complete agreement. That can be an open invitation 
to trouble, because effective negotiations always involve compro-
mise on both sides! A good way to put it might be to ask the cus-
tomer, “Is this something you can live with?”

It’s important that you understand the flow of the process: 
1. Set the Stage; 
2. Uncover the issues;
3. Confine those issues;
4. Confirm intent and authority;
5. Evaluate the situation;
6. Solve the problem, with the fairest solution; and finally,
7. Run a satisfaction check.

A final caveat here. If you’re going to make this formula work, I 
have a rule that must be observed: Don’t . . . skip . . . any . . . steps!

This sounds so obvious, it seems almost trite. Yet it astounds me 
how often I see this rule violated. Which steps are usually omitted? 
Well, let’s see . . . We usually do a pretty good job of beginning a 
negotiation by setting the stage, and you can depend on customers 
uncovering at least their version of the issues for you. But then we 
often get overeager and dive right into the negotiating process.

Any step you skip is going to cost your company money. If you 
don’t set the stage well, you’re not going to have the rapport you 
need to deal effectively. If you don’t uncover the issues, you’re not 
even in the ballpark. If you don’t confine the issues—you’re beg-
ging for nibbles later on. If you don’t confirm the intent and author-
ity, you’re going to hear Little Guy/Big Guy when you want a deci-
sion. And if you don’t use these tactics to solve the problem using 
the fairest solution, you’ll either give away more than you should, 
or risk alienating the customer by driving too hard a bargain.

If you don’t conclude with a satisfaction check—making sure the 
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customer feels valued—it’s going to cost you and your company in 
the future.

So use the SUCCESS formula in your negotiations, trust the pro-
cess, and don’t skip any steps. You’ll be amazed at how it heads off 
trouble at the pass. 

When I say “trust the process,” I mean trust that the formula will 
work for you, and also trust the order of the steps. The order of the 
steps is as important as the steps themselves. If you perform them 
perfectly but out of order, you won’t get the same effect.

An example of this might be the word “art.” The word is comprised 
of the letters “A,” “R,” and “T.” It’s important that these letters be 
in the correct order. If you were to spell the word using the correct 
letters but transposing them, that is, getting them out of order, you 
could get “rat” or “tar”—both very different outcomes and mean-
ings, even though you used all the correct ingredients. The order of 
the SUCCESS formula is very important. Trust the process. 



Part 5

Tactics
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I’ll begin this section by giving my usual disclaimer before talking 
about negotiating gambits. I often hear from salespeople that some 
of these tactics sound manipulative at best, and tricky and under-
handed at worst. Well, there’s a good reason for that reaction—it’s 
because some of these are a little manipulative, a little tricky, a 
little underhanded. All too often, that’s how the game is played. 

Now, here’s what I want you to remember: I’m not telling you to 
go out and use these tactics on a day-to-day basis. No. What I am 
telling you is to be aware of all these tactics so you can recognize 
them and how to handle them. Believe me, they’re being used on 
you all the time. Don’t forget, buyers have been trained in negotia-
tion techniques for years. Now it’s time for you to get up to speed.
Every time I cover these tactics in a seminar, I see what I call 
“glimmers of recognition.” We cover a tactic—a ploy—and a light-
bulb goes on. From where I’m standing up there at the podium, you 
can actually see it on their faces. It’s a breakthrough moment when 
the person says, “Now I understand why I ended up giving away 
the farm last week. Now I understand how that big customer got to 
me. Now I know why my sales are good but my profit margins are 
below where they should be.”

I’m going to help you recognize those ploys so that you’re prepared 
to meet them head-on, during the sales call, instead of having it 
dawn on you sometime later how you were outfoxed. 

What’s in your toolbox?

As a sales negotiator, you have a toolbox, much as any craftsman 
has a toolbox for their trade.  Negotiators usually divide themselves 
into two camps.  One camp has hammers, the other has levers, and 
there is a dramatic difference in the way these camps do business.  

Hammers are used to FORCE someone to perform or think a 
certain way. 
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Examples of hammers: threats, intimidations, ultimatums, innuen-
does, stalling, insults, refusing to discuss, etc.

When to use:  Use only when the relationship does not matter.  
When all else fails.  

Results: Sometimes they work, bat they are always harmful to 
relationships.

As a professional salesperson, it is obvious that you should never 
use any of these tools.  You will however, run across people on 
the other side of the table that have limited tools in their toolbox.  
Dealing with people who use hammers is very difficult, and can be 
very trying.   

In the lever camp we have tools that are much more subtle, much 
more sophisticated.  Instead of force, lever are used to INFLU-
ENCE or PURSUEDE another to your point of view or action.

Working tools 

Examples: Gambits, nibbling, swap-outs, little guy/big guy, good 
guy/bad guy, sidesteps, done deal, silence, putting things in writing, 
etc., etc., etc.

When to use: These can be used in most negotiation situations.  
These are the tools of the trade – used in business negotiations 
worldwide.

Results:  If used will by a skillful negotiator, these can produce 
very good results.

Also in the lever camp, we have:



Sophisticated/polishing tools

Examples:  Positioning, mirroring, relationship building, creativity, 
redefining the problem, recognizing “Moments of Truth”, establish-
ing trust, SUCCESS formulas, listening, questioning, reading other 
people.

When to use:  Use these whenever possible, but especially when 
the relationship is important.

Results:  These tools achieve very good results with solid long-
lasting relationships.

As businesspeople of integrity, it’s up to each of us to use the tools 
available to us wisely. But whether or not you ever use them, in to-
day’s business environment you have to be aware of them if you’re 
going to compete. If you don’t understand the tools and how to use 
them—how the game is played—there’s a price to pay. That price 
can be very high—and come right out of your pocket. 
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NIBBLING

The most common tactic used on salespeople in negotiation is 
called “nibbling.” Just as a mouse nibbles away at a piece of 
cheese, one teensy bite at a time until it’s gone, nibbling is asking 
for small items, one at a time, and getting agreement on each until 
you’ve gotten a lot. No matter what you’re selling or who your 
customers are, it’s happening to you. Because each request is small, 
it’s easy—practically painless—for you to give in. And when you 
do, they’re so appreciative and thankful.

Nibbling can be particularly effective near the end of the negotia-
tion, when a salesperson is eager to reach a final agreement, and at 
the beginning, when it can set the tone not only for the negotiation 
but for the relationship as well.

It might go something like this:

“Oh, there is just one more thing—would it be possible . . .”

“It does come with this attachment, doesn’t it?”

“This system is just what I’ve been looking for. The reworking’s 
included, of course?”

“Could you throw in free training?”
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Your customers or clients may be nibbling for discounts, free 
samples, better terms, free shipping, sponsorship at trade shows, 
exceptions to procedures, altered timelines, free training—the list 
goes on. Good nibblers know that if they ask for a large commit-
ment, the chances of getting a no are much greater, so they’re very 
adept at breaking their requests down into bite-size chunks, or—
that’s right—nibbles. Each one seems small enough, and it doesn’t 
seem as if you’re giving away much. But when you step back and 
look at the big picture, you realize that you’ve given away a lot—
more than you ever would have if they had asked for it all at once.

This isn’t confined just to business situations, either. If you’re 
a parent—and by the way, kids are the master nibblers of the 
universe—you’re nibbled from the get-go. First it’s for cookies 
and sweets, staying up later, skipping a meal and going straight to 
dessert, special toys, special cereal; later it’s borrowing the car, a 
newer and faster computer, having boys or girls over, trips to the 
mall, new jeans, sneakers, cell phones with video capability—this 
list, too, has no end.

Our children can teach all of us a lot about negotiating. I know, be-
cause I personally raised the master nibbler of the known universe. 
I speak of my younger daughter, Cynthia. Read this story, and 
you’ll understand nibbling.

In recent years I’ve fallen in love with sailboats and sailing. We 
usually take our vacations in the Caribbean. Several years ago, 
about a month before the trip, Cynthia came to me and said, “Hey, 
Dad!” Now, whenever Cynthia says “Hey, Dad!” I know it’s going 
to cost me money. She had this lovely color brochure in her hand. 
She showed it to me and told me about her great idea. It went like 
this: 

“Hey, Dad! Since we’re going to the Cayman Islands this year—
and since they are one of the finest scuba diving locations in the 
world, and since there’s a place just a few miles from home that 
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teaches scuba—I should take scuba lessons.” Then she explained 
how it would broaden her horizons, how educational it would be, 
and how much it would add to the trip.

I talked to my wife about it, and we thought, “Well, this would 
broaden her horizons, and it’ll be educational, and it’ll add to the 
trip. . . .” So we decided that Cynthia could take scuba lessons.

A week later, Cynthia comes to me and says, “Hey, Dad! We’re into 
our classroom portion, and it’s almost time to start the underwater 
part of the course. We need to rent a mask, fins, and snorkel. So . 
. . Dad, I’ve been thinking: if I had my own equipment, it would 
be better quality, it would fit better, and we wouldn’t have to rent 
more equipment in the Caymans.” And I thought, “You know, if 
we bought a mask, fins, and snorkel, it would be better quality, it 
would fit better, and we wouldn’t have to rent more equipment in 
the Caymans.” 

So we bought a mask, fins, and snorkel. If you know anything 
about scuba diving, you know that by now we’re ponying up some 
serious shekels.

A week before the trip, Cynthia came to me and said, “Hey, Dad! 
I’ve found the cutest wet suit. . . .” And she described it to me, and 
we bought a wet suit. 

Okay, this is the beauty of the nibble. What would have happened 
if, a month before the trip, Cynthia had come to me and said, “Hey, 
Dad! I want to take scuba lessons, and I want to buy a mask, some 
fins, and a snorkel, and I want a cute little wet suit!”? What would 
I have said? I can tell you. It would have been something on the 
order of “No way!” But Cynthia understands how the nibble works. 
If you want to watch master negotiators at work, watch the pros—
watch kids. 

Negotiating High-Profit Sales
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The most common response to a nibble is the “cave-in.” We usu-
ally give in and agree to the request, either because we want to be 
team players and nice guys or because we’re trying to “improve the 
relationship.” But that just may be your worst possible response. So 
bear with me; in a few pages I’m going to show you what to do to 
solve the problem—without caving in.

But first, I have an assignment for you. During the next few weeks, 
just notice what you’re nibbled for and who the nibblers are. I’ll 
make two predictions: you’re going to discover that you’re being 
nibbled far more than you thought, and that most of the nibbling is 
being done by the same people. 

In our NEGOTIATING HIGH-PROFIT SALES seminars, we have 
salespeople list items that they’re nibbled for on a daily basis. It 
would be a good exercise for you, too. There’s no need to list them 
all here, and they’re different for every industry, but here’s a list 
just to jog your brain and start making you aware of when you’re 
being nibbled. Put a check by each of these nibbles that apply to 
you.  You’ll notice some of these apply if you are managing sales 
people of your own.  There’s a space at the end for you to add some 
of your own:

Common Nibbles
Discounts
Favorable terms
Free Samples
Sponsorship at trade shows
Free training
Golf outings
Altering timelines
Hiring additional staff
Vacation time
Influence
Special favors
Exceptions to return or warranty policy
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____________________________________________

____________________________________________

____________________________________________

____________________________________________

Of course you’re nibbled for money in the form of discounts—
that’s a given. But you’re probably also nibbled for shorter delivery 
times, longer payment terms, additional lines of credit, replacement 
parts, and a dozen other things.

Before we leave the nibble, there’s an important question we need 
to ponder: “Why do buyers nibble you?”
Simple: because they can! I mean, why not? What have they got to 
lose? Exactly—nothing!

By the way, want to know the most common response to a nibble? 
(Drum roll, please.) Okay, ready? Here it is: “[Sigh] . . . okay!” But 
think with me here for a second, because this is key. What are we 
really saying with “[Sigh] . . . okay”? We’re really saying, “Do this 
some more,” aren’t we?

Here’s what just may be the Greatest Negotiation Principle ever. 
It’s simply this: “What gets rewarded gets done.”

This isn’t brain surgery. Examples of this abound everywhere. You 
see a little kid in the supermarket. He’s obnoxious, he’s loud, and 
he’s yelling, “I want it, Mama! I want it!” Yeah, you know the kid 



Negotiating High-Profit Sales

82

I’m talking about. Then, a few minutes later, the same kid’s walk-
ing through the store, looking like Mommy’s little angel . . . eating 
a candy bar. 

His mother—and she truly is sincere in this—looks around help-
lessly and says, “I just can’t imagine what makes him act that way.” 
What makes him act that way? It’s simple: at age three, he’s already 
hit upon the greatest negotiation principle ever—he’s found that 
that kind of behavior gets rewarded—and what gets rewarded gets 
done.

Many salespeople and their customers are a lot like that mother 
and child. When a customer nibbles you and you give in too easily, 
what you’re really saying is, “Do this some more; I like it.”

Question: Why do people nibble you? 
Answer: Why not? What have they got to lose? (That’s right—
nothing!) 
Question: When will people stop nibbling you?
Answer: When you stop them! 
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Chapter 14

The SWAP-OUT

So how do you stop the nibblers? That is, just how does one coun-
teract a nibble? 

One way is with another tactic, called the “swap-out principle.” It’s 
as simple as it sounds: when someone nibbles you, don’t just give 
them what they ask for—swap it for something. It might go some-
thing like this:

Salesperson: “Mr. Smith, I understand that’s important to you, and 
I respect that. If I’d been through the same experience, I’d probably 
feel the same way. Tell you what: let me see if I can get that done 
for you. If I can, would you be willing to . . .”

Now, doesn’t that sound natural? Let’s listen to the flow of it again:

Salesperson: “Mr. Smith, let me go to the powers that be, and see if 
I can get this through for you. But I can’t go in empty-handed. If I 
can get this approved, what are the chances of you helping me out 
on that . . .”

See what we’re doing here? Instead of just giving away the farm, 
we’re getting some mileage and some commitment from the cus-
tomer in exchange for what we’re giving away. And the language is 
key. If you noticed, we haven’t actually promised anything. What 
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have we actually said here?

Salesperson: “Let me see if I can get that done for you, and if I can, 
would you be willing to . . .” 

There’s no commitment there. It’s a question. Now, listen to this 
one:

Salesperson: If I can get this approved, what are the chances of you 
helping me out on that . . .”

What do you swap out for? That’s limited only by your creativity. 
Remember, a key to being a good negotiator isn’t just being shrewd 
or tough; it’s also being creative. There are all kinds of ways you 
can get mileage from this, so from now on when people nibble you, 
instead of giving in so easily, swap out for something.

Everything in a relationship shifts and changes when you begin 
to swap out instead of just giving things away. One of the benefits 
is that you’re going to heighten the value of what you’ve given 
away—especially if you’re smart enough to “Hollywood” it. When 
you Hollywood a concession, you make it a big deal. You add lights 
and limousines and cheering fans. In other words, you make sure 
you get all the mileage you can out of it.

On the other hand, when someone nibbles you and you heave a 
sigh, say “Okay,” and give in, how much value have you just im-
parted to what you’re giving away? Correcto—none. Not only that, 
instead of adding value, you’re actually devaluing it! 

Please understand this. It’s so important, I want to repeat it. When 
you swap out instead of giving something away, you heighten the 
value of what your customer is getting! The end result, of course, is 
that not only have you gotten more from them, but they’re happier 
with the deal!



You don’t swap out just to save your company money or so that a 
customer won’t run all over you. That’s all great, but it’s almost a 
side benefit. I say this because, when customers nibble you and you 
give in constantly, you’re training them to keep doing it, over and 
over again. People feel better having exchanged something of value 
for something else of value. Reciprocal swapping out is just good 
business. 

One of our cardinal rules is:  Go into every negotiation with 6 
swap-outs in your hip pocket!

Remember when we talked about salespeople who see themselves 
as being subservient to the buyer, and we called that “BIG BUYER/
little seller thinking”? Let’s look at that unequal relationship again:

BUYER
Seller

We need to replace that “subservient mind-set” with a “reciproc-
ity business relationship,” in which two businesspeople are doing 
business together, as equals. As a salesperson, you need an outlet 
for your products or services, and the buyer needs those products or 
services. Otherwise, you two wouldn’t be talking. This is obvious, 
isn’t it? But down inside, fear and insecurity can turn a salesper-
son into a subservient wimp, primed and ready to cave in to every 
demand—and give the farm away in the process.

The fastest way to convert a subservient mind-set into a reciprocity 
business relationship is to develop the habit of swapping out. With 
just this technique alone, you’ve changed the game. When you get 
good at this, you’ll never have to say no again! Instead, you can 
say, “Yes, if . . .” or “That just might be possible. If we can get that 
done, what are the chances of . . .”

Good sales negotiators don’t just swap out—they make sure to 
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swap something that costs them or their company very little but 
has great value to the other party. An example might be training. 
It could be that you have training specialists already on staff and 
that placing two of them with a customer for a few days would be 
invaluable for the customer while costing your company very little.

Most situations have a built-in opportunity to swap out for some-
thing that costs your company almost nothing in dollars but gives a 
lot of added value to the other party.

This brings up an interesting point: Feeling good or bad about a 
deal is determined not just by the amount of money you earned or 
saved. It’s determined by the way you arrived at the money. Let me 
repeat that: feeling good or bad about a deal is determined not just 
by the money you earned or saved. It’s determined by the way you 
arrived at the money—the way the deal was done! 

See, here’s what’s truly scary. If you’re dealing with someone who 
really knows what they’re doing, and it goes badly for you, you’ll 
never even know! That’s what’s frightening! You’ll walk out of 
their office and say, “Boy, what a great deal! I feel really good 
about this one. Yeah, it’s cold out here today, but I feel good!”

But you know why it’s cold? It’s because you just lost the shirt off 
your back! That’s why you’re feeling the breeze—and you didn’t 
even feel it coming off. That’s what’s chilling. If you don’t know 
what’s going on, you may fare badly and never even recognize what 
happened! So learn the rules! Learn how the game is played. And 
don’t just learn how to win—learn how to make people feel good 
about the deal. 
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Chapter 15

“Little Guy/Big Guy”

The next tactic is “Little Guy/Big Guy.” You deal with this all the 
time. Do you think you have more power in a negotiation being the 
Big Guy? Oddly enough, the opposite is often true. Being the little 
guy can be very useful to you.

Being the little guy can be used to buy you additional time to 
strengthen your negotiating position. It can get you “out of the box” 
for the time being. It can give you space to think through an issue.

In sales, more often than not, we have Little Guy/Big Guy used on 
us more than we ever use it on others. See if this has a familiar ring:

“This looks good to me, but I’ll have to check with my manager. .  .”

Or maybe it’s “the division office,” or even “Corporate.” In other 
words, “It looks good to me personally, but of course I’ll need to 
get higher approval.”

We have new Big Guys in today’s world, and some of them aren’t 
human. What am I talking about? Well, obviously the computer. 
Have you heard something like this? 

“I really wish we could do something to help you on that informa-
tion right now, but our system’s down.”
Is there anyone who hasn’t heard that? Computers are blamed for 
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everything! And why not? It’s easy, and it’s hard to argue with, 
because everyone relates to computer problems. 

Another nonhuman Big Guy is the “Policy Manual”—the dreaded 
guidelines!

Buyer: “Mr. Smith, our guidelines are very clear on how we handle 
matters of this type. . . .”

See how that’s using Little Guy/Big Guy? By the way, this gambit 
is more effective if the Big Guy is a vague entity like a board, a 
committee, or a policy—that way, he’s harder to confront. But here 
are some ways you might handle it:

The best way to counter Big Guy is by removing the other person’s 
ability to resort to Big Guy before the negotiations even gets under 
way, and you’ve learned how to do that in the SUCCESS Formula. 
That often just ends it, but if it doesn’t—if they say something like 
“Sorry, but any project over 3X has to go through the committee for 
approval”—you still have some other useful tools in your kit. 

The first thing to try is an appeal to the ego:

Salesperson: “Off the record, isn’t that just a formality? Don’t they 
usually go along with your recommendations?”

It’s amazing how often ego will step in and they’ll say something 
like this:

Customer: Well, the truth is, I pretty much run the show. If I recom-
mend it, you’re in good shape.

If that doesn’t work, then

   they’ll go to the board and strongly recommend you and your 



   company. A side note here: At this point it’s not unusual to 
   discover that there is no board. 

   the legal department, “Corporate,” or whatever they’re using as 
   the Big Guy. It might sound like this: 

Salesperson: “Let’s write up the paperwork, subject to the right 
of your committee to reject the proposal within a forty-eight-hour 
period.” 

Key point: You’re not saying that they need to accept it—only that 
they have to decline it for a specific reason. 

Mail order companies know that their odds go up dramatically 
when, instead of asking if you want to order something, they just 
send it, and if you don’t want it, you have to send it back. You have 
to take specific action for the sale not to be made.

So use Little Guy/Big Guy at your end, as a method of buying you 
time to think and be sure you’re not boxed into a corner, and to buy 
you time to do your homework. 

And when they use Little Guy/Big Guy from their end, head it off 
at the pass whenever possible. Appeal to the other person’s ego. 
And go ahead and strike the deal, subject to their Big Guy’s right to 
reject.
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Chapter 16

GOOD GUY/BAD GUY

A gambit that’s been around forever is Good Guy/Bad Guy. You’ve 
seen it all your life. It’s been played out in thousands of television 
shows and movies. Usually, two police officers are involved. The 
Bad Guy is tough, angry, and demanding. He intimidates, humili-
ates, and even terrifies. 

The Good Guy officer is friendly and very supportive. He wins 
confidence through making the accused think he’s a “friend.” They 
each play their own opposing roles, but they’re always working as a 
team to achieve the same objective.

Negotiating gets to be more fun when we start combining gambits. 
For instance, Little Guy/Big Guy works beautifully in concert with 
Good Guy/Bad Guy. It’s actually used to set up Good Guy/Bad 
Guy. Or, to say it another way, being the little guy sets you up to be 
the Good Guy who saves the day! 

The Little Guy/Big Guy, Good Guy/Bad Swap-out

Let’s look at an example and see how we can weave three tactics 
together in just a couple of sentences.

Here’s the situation: A salesperson has just been “nibbled” by a 
buyer. She retaliates with a swap-out for a concession she wants—
but combines the swap-out with a Little Guy/Big Guy, leading into 
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Good Guy/Bad Guy. Here’s how it goes:

BUYER: “Your proposal looks very interesting, but other compa-
nies have been in here with similar terms. To go with you, we’d 
need another two percent knocked off the . . .”

Okay, she’s just been nibbled, so she responds:

Salesperson: “Marty, I understand completely. If I were you, I’d 
probably be asking for that, too. But decisions outside our guide-
lines have to go through Corporate.”

See how she’s being the Little Guy here? 

Salesperson: “Let me go to the powers that be. . . .” (Those are the 
Big Guys.)  “. . . and I’ll run this by them and see what I can do for 
you.”

At this point, she’s being the classic Good Guy.

Salesperson: “Now, if I can get this approved, would you be willing 
to give us that additional Chicago business we’ve been discussing?” 

That’s a good swap-out! 

See how these techniques flow? Do you see how they just weave 
into one another and how natural they are? I’m the Good Guy 
who’s going to go to Corporate to help you out, and I’m asking you 
for something in return. Most important, you can see how we’re 
working together as a team. 

We’re just using this sequence as a framework, to show you how 
these tactics can work together.  They’re not set in stone.  You 
might cut the nibble down considerably before you take it upstairs, 
and that might sound like this:

“You’ve got to be kidding me!  There’s no way that’s going to fly!  
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1/4th of that - maybe ... but even that’s going to be like pulling 
teeth.  If I can get that thru, what are the chances of  ......”  

As an added bonus, you’re much more obligated to me than if I’d 
just said, “[Sigh] . . . okay. We can do that. No problem.”

The best way to alter a relationship for the better—the fastest 
way to convert a subservient mind-set into a reciprocity business 
relationship—is to develop the habit of swapping out. And to really 
optimize your results, work it in with whatever other tools happen 
to be in play. If you get good at this, you’ll never have to say no 
again! 
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Chapter 17

THE SIDESTEP

The next tactic is what I call the sidestep technique. It’s used to 
shift attention, openly and deliberately, from one area—usually 
money or discounts—to something else in a completely different 
area, such as value or going the extra mile. This serves to change 
the direction of a conversation. If you have a customer hammering 
at a point and you’re getting head-to-head, don’t beat yourself to 
death on it. Sidestep it. Go around it. Avoid it. It sounds like this:

Salesperson: “I understand that’s important to you, and I respect 
that. Let me make a recommendation that we set that aside for a 
moment and focus on some services that have added great value to 
your company this year. How do you feel about . . .”

See how this language acknowledges their feelings while at the 
same time gently leading them away from one point—usually 
money—and onto a completely different topic, which is usually 
value. Early in my career, I had a sales manager who used to say, 
“You’ve got to get their eye off the dime.” The sidestep is an easy 
but effective way to do just that.  This simple technique is an excel-
lent way to get into the Positioning Factors. 

In our live sessions, we ask salespeople to pay particular atten-
tion to the pacing of the phrases. They notice that there’s no breath 
between the next-to-last and last sentences. This lets you sweep the 



line of thought into a new area.

Salesperson: That’s a valid concern, and certainly we’ll address 
that. But let me suggest that we set it aside for a moment and look 
at how that fits into the big picture. . . ?” 

Whatever you do, don’t pause for breath between the next-to-last 
and the last sentence. Practice until it’s one smooth, fluid statement.
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Chapter 18

THE FLINCH

Flinching is a tactic in which a person physically reacts when a pro-
posal or offer is presented to them. It’s usually loud and overdone, 
and it can be either verbal or physical. Understand that flinching 
works both ways: You can be “flinched” by another person or you 
can “flinch” the other person.

Let’s examine some uses of flinching. Buyers will use flinching for 
shock effect or to throw you off balance, to demonstrate resistance, 
or maybe just to see if you’re holding anything back. Here’s what 
flinching can sound like:

Buyer: “Only five percent! ABC offered me six and three-quarters!”

Buyer: “You’ve got to be kidding me!” 

Buyer: “No way—my boss would kill me!” 

Buyer: “There’s no way we can live with these terms. Fourteen 
days net is ridiculous!”

Things happen to me that I’m sure don’t happen to anybody else. I 
told you I was a sailor. A few years ago, I had a boat in the Gulf of 
Mexico, and the whole bottom section fell off the motor. Even the 
guy who ran the dock said he’d never seen anything like it. So 



here’s the scenario: 

I was back in Atlanta, on the phone with a repairman in the Gulf 
of Mexico. I had checked him out, and knew he did good work.  I 
swear, I could hear raw greed dripping through the phone line. I 
said, “How much to fix the motor?” and he said, “Well, you’ve got 
to have new prop and a new gear box, and the agropelter bar is bent 
. . .” And I said, “How much to fix the motor?” He said, “Sixteen 
hundred dollars.” And I flinched him, “Excuse me, we’ve got a bad 
connection. It sounded like you said sixteen hundred dollars!” We 
went back and forth and back and forth. Well, he started backpedal-
ing, and his price came right down. I saved eight hundred dollars 
in ninety seconds. So here’s a question for you. Is that good money 
for ninety seconds’ work? 

One last point about flinching: I told you that flinching works both 
ways—that is, people are watching you all the time to see if you 
flinch. When you don’t flinch, just as when you do, you’re sending 
a message.

The most extreme story I’ve heard about what happens if you don’t 
flinch concerns an optometrist. His store was in a tourist area, so he 
had a large traffic flow of people on vacation. He has a lot of traffic 
in and out of the store, and because they’re tourists, they’re one-
shot deals. They’ve broken their glasses on vacation, and they’re 
desperate. Customers will say, “How much are the glasses?” 

He’s very good at this; he watches people very carefully. “How 
much are the glasses?” He says, “One eighty.” And he watches very 
carefully. If there’s no visible reaction, he says, “For the frames—
the lenses are extra. The lenses are thirty dollars.” If there’s no reac-
tion, he says, “Each.” The guy does well. He makes good money. 

The point is, people are watching you all the time to see if you 
flinch. They’ll make the most outrageous proposals, and if you 
don’t flinch, you’re sending the message that you’re okay with their 
offer.
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Here’s a question that should be starting to sound familiar to you 
by now: Why do customers flinch you? The answer, too, should be 
starting to get a familiar ring: Why not? What have they got to lose? 
Yup, you got it: nothing. 
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Chapter 19

THE SQUEEZE

“The squeeze” is used on you a lot, and it’s just what you’d think. 
Buyers are always trying to squeeze you for one more drop. Why, 
I’m willing to bet you’ve heard these exact words: 

Buyer: “You’ll have to do a little better than that.” 

Or this:
Buyer: “Is that the best you can do?”

Or this one:
Buyer: “You’ll just have to sharpen the pencil one more time.”

Sound familiar? Of course it does—and here’s how you handle it. 
You can either hold the line or do a sidestep and go back to stress-
ing value, or you might ask, “Just how much better would we have 
to do?” Make them give you a specific number or dollar amount. 
When they do, then you’ve got something to work on. You’re going 
to have to sharpen the pencil one more time, but is that so bad? 
What you will have done is convert vagueness into something 
definite—because, in effect, they’ve given you a nibble, and you 
know what to do with that! 

There’s a point we need to make here: The reason these tactics 
work on most salespeople is the salesperson’s mind-set. If you’re 
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still entertaining any of that subservient mind-set we discussed—
that BIG BUYER/little seller mind-set, or “Bs,” for short—it will 
kill you as negotiator. Can you see how the subservient mind-set 
is what allows tactics like the nibble, the flinch, and the squeeze to 
work? If you have a subservient mind-set, these tactics trigger that 
internal voice to say, “I’m about to lose this account,” or “I’ve of-
fended this person,” and you back off.

One more time, here’s the question: Why do customers squeeze 
you? Answer: Why not? What have they got to lose? Nothing—
they’re just seeing what they can get. Whether all these nibbles and 
flinches and squeezes work is up to you.
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Chapter 20

SILENCE

This one is probably the easiest to learn and the toughest to use: 
silence. If you want to be an effective negotiator, learn to be com-
fortable with silence.

Silence has varied effects on a negotiation. It can make you ap- 
pear calm and unruffled. If a person is anxious about a deal—if 
they want it to go through, and offers are being shuttled back and 
forth—then silence can make them uneasy. If they’ve just made an 
offer, your silence can make the offer seem either not valid or not 
worth commenting on. By the way, if you’re uncomfortable with 
flinching, use silence.  It can send the same message, and is much 
easier for many people.

Silence can be very powerful, because it gives the other person a 
blank canvas. Often, their imagination, insecurities, and self-doubt 
will paint the picture for them. When you get an offer that isn’t 
acceptable, you might just sit quietly for a while. Experiment with 
this. It’s going to be thougher than you think, because the moment 
you start to feel uncomfortable, you’ll be tempted to fill that awk-
ward silence with words—exactly what you don’t want to do.

Learn to welcome silence. If you can develop the skill of keeping 
quiet—of firmly shutting your mouth and keeping it that way—
you’ll find that it can serve you very well. 
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You are the cause of everything that happens to you.  

Be careful of what you cause.

Chapter 21

GETTING IT IN WRITING, AND OTHER TACTICS

Anytime you get the chance, keep notes on a negotiation. In a 
complicated negotiation that involves several meetings, nothing 
takes the place of beginning a meeting by pulling out your notes (or 
referring to an e-mail) and saying, “At the end of our last meeting, 
we had agreed on ___ and ______ and _________, and you had 
agreed . . .”

There are two reasons to keep notes in writing. First, the written 
word has so much more credibility than the spoken word. When 
something is in writing, be it a rate sheet or a pay grade or, for that 
matter, a price tag, you tend to believe it. 

How does this sound in a sales call?

Buyer: “[Sigh] Joe, if it were up to me, I’d do it, but it’s company 
policy. See? It’s right here.” 

Salesperson: “Here’s a memo that came in this morning from 
Corporate. A price increase will take effect at the beginning of next 
quarter. That’s only two weeks away.”

When you want to make a point that has credibility, put it in writ-
ing. It’s worth ten times more than a conversation. Count on it.

The second reason for putting things in writing is that it makes 



people accountable—and it helps everyone remember things the 
same way. Writing down dollar amounts in the presence of another 
person has an amazing effect on their memory.

I grew up in a time and place where your word was your bond, and 
people still did business on a handshake. That’s still done in some 
circles, but if you indulge in such a casual practice in this day of 
lawyers and litigation, I’d advise you to be very choosy about the 
person you’re doing business with. My feeling is, “Business in 
writing makes good business.” But, please, don’t confuse this with 
the convoluted legalese that most contracts are still written in. I’m 
talking about language that’s simple, clear, and easy to understand.

Using What You’ve Learned So Far

What’s interesting about tactics is that once you tune in to them, 
you see them everywhere. You’ll experience this after reading a 
section. Now that you know what to look for, you’ll see tactics 
jump out at you. You’ll see some nibbles; you’ll see a situation and 
think, “Maybe I can sidestep this.” You’ll find a time that people 
are trying to Good Guy/Bad Guy you, or you’ll see an opportunity 
where you might swap out to get what you want. You’ll definitely 
find yourself watching for a flinch. And you’ll see a lot squeezes—
or at least attempts at squeezing. 

The purpose of this section is to open some mental valves so that 
you’ll see this whole game a little differently from now on. You’ll 
have a different awareness level, because you’re beginning to un-
derstand how the game is played. And when you understand how 
the game is played, you can get really good at it.

We’ve covered a lot. Let’s regroup and see where we are.

You’ve learned the basic tactics that you can use to negotiate with 
customers. You know about nibbles and that you can counter the 
nibble with a swap-out. 

You’ve found out how to use the Little Guy/Big Guy gambit and 
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how to combine that with the Good Guy/Bad Guy technique. 
You’ve learned to sidestep, which is invaluable when shifting atten-
tion away from money and onto value—which is where you want 
it! Finally, you’ve discovered the power of flinching, and how to 
handle the squeeze.

Whether or not you use these tactics yourself, you can be certain 
they’ll be used on you, and now you know how to level the playing 
field.  This means you maximize profit and, at the same time, have 
a win-win relationship with your client. 
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Chapter 22

Concession strategies

Most salespeople don’t go into a selling situation with a well-
thought-out concession strategy—and it costs them. For most, 
concessions are hit-or-miss at best: give up a little (or a lot) when 
you have to; hold the line when you think you can. 

But with a little thought and some planning, a well-made conces-
sion strategy will make an enormous difference. And here’s the 
point that so many miss: It’s all about the pattern. The “pattern” of 
the strategy sends such a strong message, it’s often more important 
than what you give away.

Typically, when salespeople find themselves in a situation where 
the buyer is leaning on them for concessions, they may give in on 
an issue, hoping it will pacify the buyer or improve the relationship. 
After a while, and after getting some more pressure, they give in on 
something else that’s a touch smaller. Later on, something bigger 
goes in the pot. Basically, the salesperson is just trying to hold on 
and survive. By this time, when you total it all up, they’ve given 
away quite a bit, but because of the random, hit-or-miss pattern, 
they’re no closer to getting a satisfied buyer than they were at the 
beginning.

Now, let’s look at that same exchange—this time with a little plan-
ning and well-thought-out strategy at play. When the buyer leans on 
the salesperson for a concession, the salesperson resists and goes 
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back to stressing value through positioning. When pressed harder, 
the salesperson goes right back again and stresses value. At some 
point, the salesperson finally gives in, but only after getting some-
thing in return. 

As the sale progresses and more pressure is on to make a conces-
sion, the resistance from the salesperson is higher with each round, 
and what they give away is smaller. With each concession, the fight 
is harder, the concession smaller, and the swap-outs more aggres-
sive.

When you follow this pattern—with each concession, fight harder, 
give in more grudgingly, give in less, and get more in return—
you reach a point where the buyer is thinking, “Okay, it looks like 
they’ve gone about as far as they can go; they’re at the end.”

That’s what we’re looking for. That’s the state of mind we want our 
buyer in. When they say to themselves, “Okay, I’ve squeezed about 
as hard as I can,” they think they’ve gotten your best deal, and they 
are satisfied.

And here’s what’s important to understand: It’s not anything we 
said, not some brilliant argument or a value statement that brought 
about that golden mind-set on the part of the buyer. It’s the pat-
tern—the pattern of holding back more with each concession. 
Fighting harder with each concession, giving away less with each 
concession. The pattern leads the other party to the desired mental 
state. 

Try this in your next negotiation: In your planning, make a list 
of several items you can live without, and a list of swap-outs you’d 
like to have for them. When the negotiation begins, fight for each 
one of those things you can live without as if it were your only 
child and you couldn’t bear to let it go. Fight harder with each 
round, and reach the point where you have maneuvered the buyer’s 
mind-set to that wonderful spot where he or she is thinking, “Okay, 
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that’s it—they’ve gone about as far as they can go; they’re at the 
end.”

 



Part 6

Wrapping Up
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Chapter 23

Your Profile as a Negotiator/Interviews

No one succeeds as a negotiator (or in life or business) without an 
understanding of his or her strengths and weaknesses.  After read-
ing this book, you should be in a good position to be more clear 
about them than before.

The following questions are designed to help you accurately see 
yourself as a negotiator.  Answer them simply, without trying to 
second-guess the answers.  Don’t answer with thoughts about how 
you are “supposed to be”.  Your answers should be an accurate 
reflection of you as a negotiator.  

You might jot down your answers, or simply answer them to your-
self.

Consider your best results in negotiation – what do they have in 
common?

Is there a pattern to your success? Are there similar circumstances 
to your wins? Similar personality types with whom you’re dealing? 

Were you in a group, or negotiating by yourself?

How early in the process were you involved?

Think about your planning.  Would you say it was poor?  Average?  
Excellent?
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Consider your worst results in negotiation – what do they have 
in common?  (Don’t fail to list negotiations where other people 
were to blame, or the situation was a mess.  You made the decision 
to affiliate with them, or enter the situation.)

You need to have as accurate a picture of your weaknesses as pos-
sible.  Understanding why you lost in the past is a powerful tool to 
help you succeed in the future.  

What do those worst results in negotiation have in common?

Is there a pattern to your failures? Were there similar circumstanc-
es? Similar personality types with whom you are dealing? 

Were you in a group, or negotiating by yourself?

How early in the process were you involved?

Think about your planning.  Would you say it was poor?  Average?  
Excellent?

What is your maximum vulnerability?  

This question is important, because it focuses your attention on the 
point most likely to get you into trouble.  

Questions to help you achieve clarity on this issue:
 

               your best interests as a negotiator?

               likely to lose sight of your goals, or give away more than
               you should?
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If you could have any additional skills as a negotiator, what 
would they be?

When are you at your best (and most secure) as a negotiator?

Look at your responses to the questions above.  Are they an accu-
rate reflection of who you are as a sales negotiator?  
 
Now let’s look at the answers some very good sales negotiators 
gave to similar questions.  Some of these people negotiate them-
selves, and some manage others who negotiate on a daily basis.  
These people are all powerful and respected in their companies 
and within their industry.  They are all high achievers, and between 
them, their negotiations involve hundreds of millions of dollars.

Reading and thinking about their replies is an interesting exercise.  
As you read through these interviews, you’ll be able to compare 
their response with your own answers to the same questions.

KJ is VP of Sales and Marketing with a medical device manufac-
turer headquartered overseas with a global presence in over 60 
countries and sales in excess of one billion dollars.  His total dollar 
volume per year is a significant portion of that amount. 

Bob: I know you’re a good negotiator.  You negotiate inside and
            outside the company.  When it goes well, why do you win?  

KJ: I think it’s all in the preparation and setting expectations 
            from the beginning before they start.  

Bob:    Is there anything else involved in that or you think it’s all
            the prep work?

KJ:  I think there is a lot more to it.  I just think one of the most
            important parts is setting the stage before you even start a
            negotiation.
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Bob: When a negotiation goes less than one might have hoped in
            terms of outcome.  Why do you lose?  

KJ: Well, the obvious is not preparing.  Even the most prepared 
            person may not anticipate a wildcard.  A wildcard is either 
            a person or a tactic or a situation that came up and was lever
            aged against you.  

Bob: What is your Achilles heel in negotiation?

KJ: Me personally - Getting emotionally involved.

Bob: Any desired skills you’d like to have in your tool kit as a
            negotiator? 

KJ: The tools you don’t know about.  You don’t know what you 
            don’t know.  I’d like to have great questioning strategies that
            would uncover real motivations or issues that lay several
 layers below the surface. 

Bob: What are your main strengths as a negotiator?

KJ: Understanding the true drivers for business from the cus-
 tomers’ perspective, or trying to understand the true drivers.

Bob: Go back in your mind and come up with a good negotiation,
            maybe your best negotiation, and just briefly tell me about 
            it?

KJ: Probably negotiation to get the position I currently have.  I
 am the VP of Sales and Marketing and previously I had ab-
 solutely no marketing experience.  And I had no experience
 at this level in the organization.  I had to leverage my 
 strength on the sales side and demonstrate ability to move
 the market and to work with all different types of people 
 that didn’t report to me to get the organization moving.  So  
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 leveraging leadership skills and sales skills for the pieces I
 didn’t have.

Bob: Any thoughts float up on your worst negotiation?

KJ: There are a few.  Probably the condo I bought.  I thought I
 was getting a terrific deal on investment property.  My wife
 and I got emotionally attached to it while visiting on the 
 weekend.  If you look at the fundamentals of the market in 
 owning a condo in this particular area with these particular 
 attributes … in hindsight we probably would never have 
 made this decision. It didn’t turn out to be a great invest
 ment.

Bob: Does being a good negotiator have a return on investment? 
 In other words, what are the benefits emotionally and finan-
 cially? 

KJ:  If you feel good about yourself as a negotiator, your deals 
 will be much more profitable and the money will come.  I 
 think getting out of the subservient mindset is critical to 
 making people feel good about what they do for a living.  
 You should run towards a good negotiation and not run 
 away from it.  And if you feel good about yourself as a 
 negotiator, that’s what will happen.  

That in turn has a significant impact on ROI because you’re dealing 
from a standpoint of mutual respect.  So it’s more of a quid pro quo 
on when you give, you get.  But that doesn’t happen unless you feel 
good about what you’re doing.  If you’re feeling as if you’re taking 
advantage of someone or you’re not doing a customer a service by 
negotiating, the money won’t come. 

Bob: Let’s say you had someone new coming into your organiz-
 ation who didn’t have your experience. They’re savvy, a 
 real green negotiator, and you had one piece of advice to 
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 give them, what would it be?

KJ:  Spend as much time as you can, sitting, observing, and 
 listening to your customer while they’re doing business.  
 Just understand what drives their business.  If you unde-
 stand that, then what they say can be balanced with their 
 deeds, what they do.

Bob: Anything else you care to share?

KJ: The only thing I would say, just like any skill, you have to
 practice it to be good.  You’re only as good as your last 
 negotiation.  Practice!

 EM is a sales manager for a company that has manufactured and 
distributed furniture protection products and warranty programs for 
the retail furniture industry for 30 years.  A leader in their industry, 
they employ a call center about 40-45 people and have a network 
of distributors that work world wide selling and negotiating with 
furniture retailers.  EM is responsible for 16 million in revenue.  

 
Bob:  Why do you win?  

EM:   It’s when both parties walk away and feel that it was a fair 
 and equitable solution for both, and it was such a win for 
 both that there is a motivation to negotiate again.  

 You make the point clear in your seminar. There are so 
 many times salespeople continue to give away and give 
 away and give away, thinking that the more I give, the better
 my chances are going be to get this client, or to win this 
 negotiation, and that’s not the case at all.  

Bob: When a negotiation doesn’t go well, why do you lose?

EM: It’s a very simple answer.  You lose when you simply do not  
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 understand or know how to effectively negotiate.  After our 
 working together I realize that there’s more to it … it’s more
  in- depth than most people realize.  

 Why do you lose?  Based on what I’ve learned over the last 
 two years and using your strategies and techniques, most
  people just simply don’t understand how it’s done. I think 
 in terms of both people winning, and both people losing.  If 
 I don’t negotiate well I’m going to lose the sale or lose the 
 ability to build a relationship with the client, and the client 
 loses because he doesn’t get to take advantage of what I’m 
 offering.
 
Bob: Is there an Achilles heel for your sales force?  In other
  words, is there a soft spot or weak spot in negotiating? If 
 so, what would it be?

EM: Well, the Achilles heel would always be price.  For the 
 most part, 80-90% of the time, price is where they begin to
  falter.  They automatically begin to feel they are almost 
 asking too much, or need to do something to better justify 
 the price they are asking.  They don’t stress the program 
 and the value of the benefit they provide.   They don’t give 
 enough credit to what they bring to the table.  And when 
 they start talking price, they immediately fall into that 
 bucket or cage where they don’t know how to get out of it.  
 They feel when it comes to negotiating, if they can find a 
 way to offer special pricing, that is the ultimate conclusion 
 to every negotiation, and it is simply is not.

Bob: Let’s talk about desired skills.  If you could wave a magic
  wand and have one or two desired skills for your sales 
 force as negotiators, what would they be?

EM: Without a doubt, with no hesitation, it is how to ask ques-
 tions.  Knowing which questions to ask, and how to ask 
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 them.  I think negotiating is about positioning, and what 
 I’ve learned is that you can position yourself better by ask-
 ing the right questions, the right way.  Most people don’t 
 know the right questions to ask. Using the questions to get 
 to a desired response takes yet another level of skill.   

Bob: What are the main strengths of your sales force?

EM: Tenure. They’ve been doing this a long time.  Many of these
  individuals probably have 10-18 years of experience in the
  industry.  They’ve had the ability to create a tremendous 
 amount of trust and rapport, which helps them.  That is one
 of the intangibles we have that many today don’t have, 
 because sales associates in that position turn over so often. 
  We’ve had little to no turn over in our sales force. 

Bob: Let’s talk about good negotiations. As you think back, 
 you’ve seen a lot of great ones over the years.  Think of one
  that went well, and tell me a little about it.

EM: One of the best I’ve seen was negotiating with a large 
 customer, in 2003-2004.  They are a large manufacturer 
 with their own branded retail furniture stores.  We were 
 trying to get their business, and it came down once again to
  be all about the price. What are you going to sell the 
 products and program for?  We continued to talk about 
 value, what we brought to the table and how it would 
 benefit them.  

 When they constantly talked about pricing, this individual 
 said, “I tell you what?  Why don’t we leave you with what
 you have, and we’ll follow-up with you in a couple of 
 days”.  And he walked out.  I asked him, what are you 
 doing? Why did you just walk out and he said “Because he 
 was making it all about price.”  Our salesperson was 
 committed that it’s not all about price and gave him a few
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  days to think about it.  

 We went back into the meeting two days later, with an 
 additional benefit we were able to provide at no cost to us 
 or to the client.  These few days gave the customer an 
 opportunity to check our pricing against the competition.  
 They realized that we were offering an exceptional value. 
 Not only did it get us the business, but they appreciated the
  fact that we brought another benefit to the table.  We’ve 
 been doing business with them ever since.

Bob: Let’s look at the opposite side of the coin.  What’s the worst
  negotiation you’ve seen?  

EM: The worst one that I’ve probably seen was with one of our 
 distributor sales guys.  He was unprepared.  When the 
 client was trying to get him to negotiate and do something 
 special for him, our sales guy continued to say, let me make
  a note and I’ll get back to you as to whether we can do 
 those things.  He was just not prepared and wasn’t willing 
 to commit.  

 Ultimately we were not even considered for the business. 
  His lack of preparation, negotiating skills and unwilling-
 ness to answer the client’s questions cost us the business. 
 It was just sad.

Bob: Let’s talk return on investment.  Everyone is interested in 
 the ROI of good negotiating. Can you describe how you feel 
 when you negotiate well? Can you share with me the differ-
 ence in the amount of the profit when you have a good 
 negotiation? 

EM: Well I think the pay-off is important, that’s the reason we 
 are in business.  Most companies have a stated return on 
 investment they are trying to achieve, whether it’s operating 
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 income or the margins.  Everybody has a goal in mind as 
 to what they are trying to achieve when they go into a 
 negotiation.  Ultimately even if you lose a bit of margin or
  do not achieve the operating income you are looking for, 
 but you were able to negotiate in good-faith and it was a 
 fair and equitable win for both people … that, in my opin-
 ion is the greatest feeling of all.  

It’s almost like Golf.  You may not score well every time 
out.  At the end of the day, you may not have had the score 
you wanted to shoot.  But if you’ve hit some good shots, 
you walk away feeling good about yourself.  There were 
enough good shots to bring you back again.  

When you use your negotiating skills, do the deal in good 
faith and have a client that says I want to do business with 
you long-range, there’s a win for both.  That payback can be 
even greater than the money you realize as a result of get-
ting the account.  

AB is the Talent Resource Manager for a business-focused bank 
with 35 branches.  Their products and services are for medium to 
large businesses. 

Bob:    I know your bank has some great negotiators, and that many 
 negotiations go very well.  Why do you win?

AB: From the bank’s perspective, I believe we win because we
 have high quality employees that are focused on the best 

interest of the customer, and the best interest of the bank. 
Our negotiations are not crafted around deceiving anyone. 
They are crafted on doing what’s best for both parties.  Our 
bankers understand what our organization needs from a 
profitability perspective and they are able to negotiate with 
the customer appropriately. Our sustainability is a benefit 
to our customers. We want to charge a fair price but also 
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serve them to the best of our ability. I guess that it revolves 
around honesty.  We tell the truth.

Bob:  On the other side of that coin, everybody can’t knock it out 
 of the park every time.   Those that aren’t negotiating well 
 for you, why do they lose?

AB: They lose because they are afraid to articulately communi-
 cate the value the organization brings. That value is not
necessarily price related.  It’s about their skills, and their   
colleague’s skills. It is about being a true financial service 
provider.  They lose because they are not able to articulate 
that well.  They are intimidated by the customer pushing 
back.  

Others tend to lose because they get hung up on the price 
verses quality surrounding the value-add that our organiza-
tion believes is a differentiator for us.

Bob: Would you say you have an Achilles heel?  A weak spot?

AB:   A weak spot?  Not doing as a good job as we could of 
training and developing some of our newer bankers to un-
derstand what our strategies are and how to deliver on them.  
We recognize this and are taking steps to correct it.

Bob:     What about the desired skills?  If you could add one or two
  skills to the toolbox, what would they be?

AB: The age old skill of listening before you speak would be
one.They want to go for the kill so they don’t listen.  When 
they don’t listen, they are not able to respond to customers 
from a value perspective.

Bob: What are your main strengths?
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AB: Our strengths are that we have very experienced bankers 
that can look at the customer’s full financial situation.  We 
are able to focus on how we can serve them totally, and 
that goes back to our trusted advisor approach.  We bring 
in teams of people verses serving our customers with an 
individually banker.  We serve them as a team, and that has 
been a huge strength for us.

Bob: Can you tell me about a good negotiation?

AB: I don’t know that I can talk to you on a specific incident. I 
think our best negotiations are the ones that we preplan. We 
study our customer and we bring in the right team. We of-
fer a full package that demonstrates how we will help their 
business be more successful.  It’s taking the time. We pull 
the team together, prepare well and negotiate from that per-
spective.  We think through what they might say and what 
we can offer them to show our value.

Conversely I think our worse negotiations are when we go 
in knowing that another bank is bidding for their business 
on the price component and we knee jerk.  We don’t have a 
response to the situation.  Even though our price is higher, 
we just want their business and you should bank with us.  
We don’t seem to have a professional well planned response 
to, well yes, Bank XYZ is giving you 3.5 and we’re charg-
ing 4.5 and here’s why.  When we have nothing prepared 
in response to that, we lose them on price. We could have 
negotiated with some other things that the customer would 
find beneficial to their long-term plan.  

Bob: I’m interested in your thoughts about return on investment, 
and I’m asking in two ways.  If somebody does negotiate 
well, what’s the return on it mentally and emotionally with 
how you feel?  Also, have you been able to observe the 
impact financially?
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AB: From a mental and emotional perspective, I think ROI is 
the increase in self-confidence. It is the recognition that you 
are empowered to represent the organization and win the 
business for all the right reasons.  I think that’s very moti-
vational to a banker.  They know that the return on invest-
ment for them is that they sound professionals, the customer 
trusts them, and the customer wants to do business with 
them.  And the ROI for the organization is that you start to 
win business with customers that not only do business with 
you but they tell their colleagues to do business with you.  
So the ROI grows exponentially with that particular client 
as well their natural network of people.  

You can quantify it for the one transaction but it really reaps 
rewards beyond that particular one.  If the negotiation has 
been successful, they feel they are getting what they need. 
You have what you need- you make money in your orga-
nization but it grows in your community.  That’s huge in 
banking.  People don’t change banks unless they have some 
type of conversation with people they trust.  Who would 
you refer?  With whom should I work?  Which organization 
can best serve me?  That’s huge in our business.

Bob: Last question.  What advice would you have for a novice 
 negotiator in sales and banking?

AB:  To negotiate well, you have to know your products and 
services and all of the benefits they bring to a potential 
customer.  As a novice, don’t go in unprepared.   Know your 
bank.  Know what the bank has to offer holistically as an 
organization.  Know the products and services you have to 
sell. And know how those products and services will ben-
efit your customer.  Because what you are really selling is 
service to your customer, you have to be able to answer all 
those questions.  You have to create an ‘a-ha’ experience 
and a confidence experience for the customer.  
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Being unprepared, and then showing fear when they have 
questions, will not allow you to negotiate successfully.  You 
have got to know your stuff.

Bob:  Well said. You have got to know your stuff.
  
MR is in her third year of sales for a west coast company special-
izing in M2M global wireless communication in 47 countries.  She 
comes from a very successful point-of-sales background, and is 
excited to be in a new arena where she can take her background and 
apply it to new technology. She is a very good businesswoman and 
negotiator.

Bob: You’re a good negotiator.  When you win, why do you win?

MR: Because I want to be fair to the customer with whom I am
negotiating.  I think it takes a lot of initial understanding 
of what each party needs … understanding what’s going 
to be a win-win, laying out all of the issues, proper plan-
ning, investigation, documenting all the issues, and working 
through each one to an agreeable situation for both parties. 

Bob: Nobody wins them all, when one doesn’t go your way, why
  do you lose?

MR: Because instead of dealing with the immediate customer 
or the relationship that I have grown and worked with, a 
bunch of people get dragged in and the needs vary and 
change. Often times, attorneys that don’t understand the 
business issues get involved and want to change parameters.

Bob: Anything else in that area?

MR: Generally if there has been a past relationship with the 
customer, and there is some trust already built, the negotia-
tions go better because of that high level of trust. 



Negotiating High-Profit Sales

130

Bob: What is your Achilles Heel?  A weak spot in negotiating, 
 what would that be?

MR: Mine?  I’m very conflict adverse.  Instead of standing my
  ground, or playing hard ball, I tend to give in a little much.

Bob: What are your desired skills?  As much as you know about 
 negotiating, is there anything you would like to do better?
  
MR: Well, going back to my Achilles Heel, I would like to stand

firm, not to be afraid to ask. I’ve improved quite a bit, but 
I could be better at the whole quid pro quo thing; what do 
you get in return.  Don’t let them take your lunch money.  If 
you give, you have to get something.  And know that people 
want you to stand up for yourself and negotiate back.  No-
body likes somebody that just gives.

Bob: What are your main strengths are as a negotiator?

MR: People trust me and know that I would never intentionally 
 create a bad deal for anybody.  Trust and honesty.

Bob: Tell me a bit of one of your best negotiations?

MR: My best negotiation was with the largest customer for my 
current employer and we were getting ready to negotiate 
a very large deal.  He and I were friends, we had mutual 
respect, and we had worked together.  We had gone through 
some good times and bad times.  He approached the nego-
tiation table and said, tell me what you need, and I’ll tell 
you what I need.  

Bob: So it all came down to relationships, pure and simple?

MR: Absolutely.
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Bob: Tell me about one that didn’t go well.

MR: The worst one …..  I had negotiated a very solid agreement
with a customer.  Not long after, there was a company-wide 
reorganization, and they didn’t execute the agreement that 
he and I had negotiated. They brought in another manager, 
and an attorney.  The attorney was just a corporate negotia-
tor from another very large corporation, and didn’t know the 
business. It was ghastly, and it took forever to negotiate. 

Bob: What difference has negotiation made to your career 
 success? 

MR: Well, I think that what differentiates me as a negotiator, and
what makes me better and what’s helped me with my suc-
cess, is the trust that the people have in me and that they 
frankly want to do business with me.  If there were five 
people going after the business, and if they knew me, they 
would say that they would want to do business with me - I 
want to negotiate with her.  

Bob: Let’s talk ROI.  What kind of impact has negotiating had 
 dollar wise for you, and for the company?  

MR: For several years, we doubled the revenues every year, and 
we expanded the team.  We began with one sales rep, and 
then with time it became a whole team that covered the 
United States.  
In fair negotiating, the win-win allows you to expand your 
team, your resources, your penetration, and your ability to 
take care of the customer.  So if you have strong negotia-
tions and agreements and relationships in place, you have 
stronger, more expanded business.  

Bob: Any final thoughts?
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MR: Another advancement that being good at negotiation brings 
is the ability to go international. You start negotiating with 
people in different countries, languages, and cultures.  So if 
you’ve got a good base and a premise for negotiating fairly, 
you then increase your span of relationship.  The most fun 
thing for me right now, is taking that experience, and that 
good negotiation foundation, and dealing with people all 
over the world.  And unless you are strong and have good 
experience, you aren’t going to be able to succeed at that 
level.

Bob: If you had a message to send to someone who was reading
a book on negotiation, somebody new in sales, and you 
could give them advice, what would that be?

MR: Know your customer’s business.  Know what will be a win
for them in a negotiation.  And just as firmly and equally 
know what you need to get for your own company out of 
the agreement, and know what the win is for yourself.  Pre-
pare, plan and prepare.  Don’t go into these things without 
doing your homework.  
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Chapter 24

LESSONS FROM MY DAD

These next points aren’t really tactics. They’re simply some com-
mon-sense nuggets of wisdom, just some “life lessons” that I got 
from my dad and from growing up around horse-trader types—and, 
of course, from my years in business. These are the trade secrets 
that most negotiators leave you to learn for yourself.

Remove Harmful Emotions 
There are some emotions that serve you well as a sales negotiator. 
For instance, pride in what you bring to the market is a great emo-
tion. Pride in the integrity and value you represent is another pow-
erful and positive emotion.

Having said that, there are some emotions that just don’t serve us 
well. Fear, for example, is a crippling emotion at the negotiation 
table. Fear of not getting the business. Fear of being told no. Fear of 
upsetting a buyer.

Another harmful emotion is anger. If you get angry during a nego-
tiation, leave. Go somewhere and calm down.

Another harmful emotion is arrogance. Arrogance kills deals 
quicker than anything else I can think of.

If my dad were here today, he would say to you, “Don’t be Desper-
ate; be a professional!” We haven’t used the word “desperate” up 
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to now—we have talked about the subservient mentality, though. 
There’s a desperate quality to that subservience, and buyers can 
smell it the way a dog smells fear.

If my dad were here today, he would say to you, “Nothing takes the 
place of experience!” I tell groups all over the world, “The study 
of negotiation is more akin to the study of golf or karate than to 
any other discipline.” As with golf or a martial art, you don’t learn 
negotiation just by reading about it or thinking about it. You learn 
negotiation by reading and thinking and observing—and practice! 

My advice is to read this book from cover to cover, then go back 
and read each chapter, one at a time. After each chapter, give 
yourself a week in the field, concentrating on that specific chapter. 
We’ve covered a lot here—far more than you can put into practice 
all at once. But this way, over the course of several weeks, you’ll 
have integrated each of the concepts and techniques into your sell-
ing routine. 
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Chapter 25

WHAT IT TAKES FOR YOU TO BECOME A
 WORLD-CLASS SALES NEGOTIATOR

Now that you’ve learned the basics of sales negotiation, let’s take 
that one notch higher and look at what it will take for you to be- 
come a great street-smart negotiator.

First, you have to have insight into how the game is played and 
what the rules are. After exposure to the material in this book, 
you should have a much better understanding of how the game is 
played, and that’s important. 

As you become more experienced in recognizing the tactics and 
gambits, you’re going to experience some “Ah-ha!” moments, for 
instance, when you realize that you’re being nibbled or that you 
have a classic Good Guy/Bad Guy situation. You’re going to find 
that you have a new awareness of what’s going on. 

If the first requirement when you’re playing for keeps is insight into 
how the game is played, then the second has to be a desire to play.

It took me a good while to realize that not everyone wants to play.  
Number two has to be: Wanting to play!  Not everyone wants to 
play. Negotiating has built into it a degree of conflict, and many 
people are simply uncomfortable with that. 

By the way, I’d like to suggest something. If you really don’t enjoy 
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the game, learn what it’s about, and get in there and try to play a 
few times. You’ll win some and you’ll lose some. You’ll also find 
out that it can’t kill you—and you might even have some fun doing 
it. You’ll see your negotiating skills and your profit margins im-
proving dramatically—and fast!

The third requirement for you to become a world-class sales negoti-
ator is to understand power and position and how to use them. By 
now you should be looking at power in a different light. When you 
understand where power—or the feeling of losing power—comes 
from, that’s half the battle.

Say you’re negotiating with a customer, and you suddenly realize 
that the customer isn’t committed to what he’s telling you. Or you 
may realize during the course of a negotiation that you can im-
prove your position by stressing certain aspects of your product or 
service. These realizations are half the battle—they’re worth their 
weight in gold. Understanding power and position puts you miles 
ahead. 

If you’re serious about being a good sales negotiator, knowledge 
alone isn’t enough, and that brings us to the fourth requirement: 
practice. Nothing takes the place of practice.
Without practice, without experience, everything we’ve talked 
about is just that: a lot of talk. It’s like living in a test tube, in a 
vacuum. Without practice, without experience, you’ll have all these 
great theories about how things “should” work and how things 
“should” be, but you won’t know how things really are.

There’s a saying that’s been around so long I’ve forgotten where 
I first heard it: 

“I’ve learned that when a man with money 
meets a man with experience, 

the man with experience ends up with the money, 
and the man who had the money 

ends up having had an experience.” 
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There’s no substitute for this.  There’s just no way to become a 
great sales negotiator without 
practice! 

Okay, we’ve covered a lot of ground, but there’s still something 
missing, and it has to do with our intent—that is, with how we use 
this knowledge and technique.

So the fifth quality of the street-smart negotiator is a desire to cre- 
ate win-win solutions. Every one of the techniques and tactics and 
strategies that we’ve covered in this program will work. But they 
come with this caveat: they’re only tools. And just like any other 
tool, they can be used wisely or they can be misused. 

Hammers, nails, saws, and jackhammers can be used to build a 
beautiful home, a place of worship, or a symphony hall. But those 
same tools can be used as instruments for destruction. What you do 
with the tools is up to you.

Have you noticed that all the time we’ve talked about you as a 
professional salesperson becoming a great negotiator, I haven’t 
focused on teaching you tricks, gimmicks, or slick moves, but on 
building value? I did that on purpose. 

I want you to be aware of what’s going on in the business world, 
but sales negotiation isn’t about how you can manipulate others. 
At no time have we focused on things you do to your customers. 
You see, good negotiation isn’t something you do to someone, it’s 
something you do with someone.
That’s why, instead of focusing on tricks and gimmicks, we’ve 
worked on building abilities and skills and expanding knowledge—
on refining our own thinking and understanding.

What I’m saying is, maybe we don’t need to work on “them.” 
Instead, we need to do the work on ourselves and on building long-
term relationships based on trust and integrity.
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That’s the main difference between our approach and the old-
fashioned traditional negotiating techniques. Smart businesspeople 
know that life lasts a long time, and they’ve found out that what 
goes around comes around.

So here’s what I have to say to you, and what great sales negotia-
tors know: There are people out there who would love to do busi-
ness with you and your company. What they need to know is that 
they can trust you—and the integrity and value of what you bring to 
them. 

You want to know what they’re like? They’re just like you. They’re 
businesspeople trying to make it in a tough world, and they’re look-
ing for people and companies they can trust. That’s what they’re 
looking for. That’s the kind of people they want to do business 
with. You know what may be the secret? We’ve already touched on 
it, but it’s worth saying again. 

The real secret is that we don’t need to work on them, but on 
ourselves. Our challenge may not be to work on our customers but 
to be worthy of our customers, to be worthy of the people we do 
business with. And that will take dedication and sincerity and hard 
work and commitment. It’s not easy, but it can be done. Count on 
it! The bottom line is, it’s worth it.

Good negotiating to you!

Bob Gibson


